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product quality. A descriptive qualitative case-study design was employed using (attokun90@gmail.com)
interviews and direct observation. The analysis also considers complementary
Japanese workplace practices, including 5S (Seiri, Seiton, Seiso, Seiketsu, Shitsuke),
3M (Muda, Muri, Mura), HORENSO (Houkoku, Renraku, Soudan), PDCA (Plan, Do,
Check, Action), and QCD (Quality, Cost, Delivery), in relation to the Kaizen
philosophy. The findings indicate that Kaizen Teian functions as an organizational
culture involving employees across hierarchical levels, without restrictions on the
number or scale of improvement proposals. The system emphasizes small, practical,
and incremental improvements that cumulatively support continuous
organizational development. This study provides practical insights for other
companies seeking to cultivate a participatory workplace culture through creative,
innovative, and implementable employee-generated improvement ideas.
Keywords: Implementation, Kaizen Teian, Work Culture, Work Efficiency, Page 128 - 136
Product Quality

INTRODUCTION

Amid increasingly intense industrial competition, companies must be able to survive and compete
by offering products of superior quality to those of comparable firms. Japan's industrial development
is widely associated with high levels of efficiency and product quality, achievements that are closely
linked to the distinctive Japanese philosophy of Kaizen. In Japanese, Kaizen refers to continuous
improvement (Imai, 2012). The term derives from two words, Kai (2), meaning change, and Zen (),
meaning improvement or goodness; thus, Kaizen may be understood as change toward a better
condition.

The Kaizen philosophy has become one of the key foundations of Japanese industrial development
because it is oriented toward continuous improvement. Its implementation also contributes to the
development of human resource management. Rooted in the principle of ongoing improvement,
Kaizen emphasizes improvement ideas contributed by employees at all organizational levels in order
to enhance efficiency and product quality (Azhar et al., 2020).

In Japanese companies, continuous improvement through small, gradual, and consistent steps can
enhance both efficiency and product quality. Although individual Kaizen initiatives may appear minor
and incremental, their cumulative effects can produce substantial results over time (Imai, 2012).

One concrete manifestation of this philosophy is Kaizen Teian. Kaizen Teian is a continuous-
improvement suggestion system that encourages all employees to submit innovative ideas aimed at
increasing efficiency and product quality (Handayani & Sukardi, 2020). The system is rooted in Kaizen
(%3%), which emphasizes small, simple, and gradual improvements, and Teian (#£%%), which refers to
proposals or employee-generated suggestions for improvement (Japan Human Relations Association,
1992).

The Kaizen Teian system emphasizes the active participation of all employees in identifying
problems and proposing solutions. Responsibility for change does not rest solely with managers or
leaders; every member of the organization is expected to identify opportunities for improvement and
propose more effective solutions (Rusdiana & Soediantono, 2022). Through this approach,
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organizations not only facilitate the continuous development of individual capabilities but also
cultivate a workforce that is more creative, innovative, and capable of translating ideas into practice
(Topolsky, 2017).

According to Nihon HR Kyokai (1995), Kaizen Teian serves as a means of developing creativity and
strengthening employees' sense of belonging to the company. To create a better organization, every
employee is given an opportunity to contribute directly to organizational progress. Kaizen Teian
therefore affects not only technical aspects of production but also psychological and social dimensions
of the workplace.

One Japanese company that consistently reflects the values of Kaizen Teian is Akagi Nyugyo Co.,
Ltd. This manufacturing company operates in the food industry, particularly ice-cream production, and
is widely recognized in Japan as an innovative and competitive producer. Its performance is supported
not only by modern production technology but also by a Kaizen-oriented work culture that
emphasizes employee participation through the Kaizen Teian system. Employee-generated Kaizen
Teian proposals constitute an important instrument for improving company productivity (Nihon HR
Kyokai, 1995). Product quality and safety are also major priorities. Akagi Nyugyo has obtained FSSC
22000 certification, which incorporates the HACCP (Hazard Analysis and Critical Control Point)
system as part of an internationally recognized food-safety management framework. Consequently,
the company must ensure that each stage of its production process complies with established
standards.

This study shares certain similarities with, while also differing from, previous research. The study
by Permana et al. (2024), for example, examined Kaizen as its material object and investigated how
employee participation in improvement ideas or proposals affects efforts to enhance efficiency and
product quality. That study also found that company-provided rewards can positively influence
employee performance and support the development of human resources capable of thinking
creatively and innovatively.

However, the present study addresses an aspect that has not been sufficiently examined in previous
research: the cultural values embedded in Kaizen Teian, the processes through which improvement
ideas are proposed, verified, and implemented, and the resulting contribution to improvements in the
company's operational performance.

METHODS

Research Approach and Design

This study employs a descriptive qualitative approach using a case-study design to obtain an in-
depth understanding of work processes and the organizational culture surrounding the Kaizen Teian
system in its real-world context. The study specifically examines how improvement ideas are
proposed, verified, and implemented at Akagi Nyugyo and how these practices relate to improvements
in work efficiency and product quality.

Research Site and Object

The research was conducted at Akagi Nyugyo, specifically in the production division of the Fukaya
Plant in Saitama Prefecture, Japan. The various production units are interdependent and work
collaboratively to produce high-quality, competitive ice-cream products.

The object of this study is the Kaizen concept, with particular emphasis on its practical
manifestation through the Kaizen Teian system implemented by employees throughout the company.
Through this case study, the research seeks to provide an empirical account of Kaizen Teian culture in
a Japanese company and its relevance to improvements in work efficiency and product quality.

Data Sources

Primary Data
Primary data were obtained through interviews with the plant manager, supervisors, team leaders,
and employees, as well as through direct group discussions concerning problem handling and the
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formulation of proposed solutions. Direct observations were also conducted to examine production
activities and the implementation of Kaizen Teian by employees.

Secondary Data

Secondary data consisted of information regarding the company profile, production environment,
and production processes. Additional sources included books, scientific journal articles, QCD theory,
the PDCA cycle, previous studies on Kaizen, and other concepts associated with Japanese workplace
culture, such as 5S, 3M, and HORENSO.

RESULT AND DISCUSSION

Imai (2012) positions Kaizen as a continuous-improvement approach carried out at the workplace
(gemba) with the direct involvement of the people who perform the work. Employees are therefore
not merely task executors; they also play an active role and assume responsibility for identifying
problems and developing solutions.

Akagi Nyugyo applies Kaizen Teian as a strong foundation for continuous-improvement activities
and as part of employee and organizational development. The company also positions 5S as a
foundation for discipline, awareness, and responsible behavior, reflecting the characteristics of a well-
managed production environment.

Overview of Kaizen Teian Implementation at Akagi Nyugyo

Based on the research findings and interviews with the plant manager, team leaders, and
employees in Akagi Nyugyo's production division, Kaizen Teian has become an integral part of the
company's work culture and contributes to the creation of a participatory, creative, and innovative
work environment. Its implementation is not limited to productivity improvement but also
encompasses work efficiency, product quality, occupational safety, resource management, cost
reduction, and human resource development.

The findings show that every employee has an equal opportunity to submit improvement proposals
through a Kaizen Teian form at any time. Proposals may involve simple improvements or changes
requiring substantial investment. This practice demonstrates that the company regards continuous
improvement as a shared responsibility of all organizational members. Individual development is
therefore closely linked to the development of the company itself.

These findings are consistent with Imai's (2012) concept of Kaizen, which emphasizes that
continuous improvement should involve all members of an organization regardless of hierarchical
position. At Akagi Nyugyo, Kaizen Teian functions not merely as a suggestion system but as an
organizational culture that shapes employees' mindsets toward continuous improvement and the
pursuit of organizational excellence and quality.

The Cultural Meaning of Kaizen Teian for the Company
Interviews with the plant manager indicate that Kaizen Teian carries a broader meaning than
merely functioning as a mechanism for submitting suggestions. All employees are encouraged to
develop the ability to recognize both positive conditions and areas requiring improvement within the
company. To achieve greater efficiency and product quality, employees are expected to identify what
should be added, improved, or maintained. In this sense, a Kaizen-based work culture is directly
practiced by employees throughout the production division. The informant stated:
EESAMTEERZEHLTHL ) L0 ZEIRFESARRLICH L TIHRWE Z A LENE Z 5%
ADEICERAET, WSANRZIOWVHIENE ZAZRT, dE LRV EWTRWALER~E WD 5
= A= AERICITENY £, ERICKHELTHLATEN T L ZARRNE ZAITND-T
CBEAERL IR ET, WENLLS R AEER LRSIV EI VI LD L) Tk
ISEXT
“Kaizen Teian is encouraged among all employees so that they learn to recognize both the strengths and
weaknesses of the company. When employees identify an unfavorable condition, they are expected to
develop an awareness of the need for improvement. Kaizen Teian therefore has value for the
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development of each individual employee. In practice, when unfavorable conditions are improved, the

company itself also improves, including in terms of productivity and product quality. These outcomes

constitute part of the value of Kaizen Teian.”

This statement shows that the company views Kaizen Teian as a means of developing employees'
critical awareness of their work environment. Employees are not expected merely to follow
instructions; they are also encouraged to think actively and identify opportunities for improvement.

The plant manager explained that organizational development is strongly influenced by the
development of the individuals working within the company. The more employees develop their
analytical abilities and concern for the organization, the greater the company's potential for
improvement. This finding is consistent with Nihon HR Kyokai (1995), who argues that Kaizen Teian
supports creativity and strengthens employees' sense of belonging to the organization. The suggestion
system therefore produces not only technical improvements but also employees who demonstrate
greater responsibility for organizational progress.

The statement above also indicates that the cultural value of Kaizen Teian at Akagi Nyugyo is not
limited to productivity improvement; it also functions as an instrument of human resource
development. The company seeks to cultivate a culture in which every individual recognizes a
responsibility to contribute to organizational progress.

Objectives of Kaizen Teian Implementation

The interviews indicate that the principal objective of Kaizen Teian is to increase the value
generated by organizational improvement across all aspects of operations. These improvements
include work efficiency, product quality, occupational safety, resource utilization, cost control, the
implementation of 5S, and other operational aspects of the company. The informant stated:

U TIRAAREEREN S > TRERTBLZEL SR ER VS ITNH Y 9, —ATRLLUED

bHL, F—LTRLIWELDH D T, HICTF—LTRLIRFTTF—L YV —IrXaIa=r—rar

REWZEL 2T THLNH) ZETHERIRP S £3, BARKERTARARL ZAICHHEEZS-

TV EWH EZAICHEO AR > T, SthE LTHBRYVMATHET, —A— ADiRIISHt

DIRFRIZHENRY 97, “

“This company implements many types of Kaizen, including improvements related to product quality,

occupational safety, and 5S. Kaizen can be carried out individually or in teams. Team-based Kaizen

creates a synergistic effect by improving teamwork and communication. The company is therefore
committed to conducting improvements in many areas and at different points in time. The growth of
each individual contributes to the growth of the company.”

This statement demonstrates that the company views Kaizen Teian as an instrument for both
organizational development and people development. Organizational progress is closely associated
with the quality of employees who are creative, innovative, and capable of collaborative problem
solving. In addition to making the company better, Kaizen Teian contributes to the development of
innovative and creative thinking, teamwork, and communication. Through the processes of problem
identification, proposal formulation, discussion, and implementation, employees acquire practical
experience that strengthens critical-thinking and problem-solving capabilities.

This finding is consistent with Liker (2004), who argues that one of the principal strengths of the
Kaizen system is its capacity to develop people while simultaneously improving work processes.
Accordingly, Kaizen Teian not only generates operational efficiency but also contributes to the
development of more capable, creative, and innovative human resources, thereby reinforcing
continuous improvement and overall organizational quality.

Scope of Kaizen Teian Implementation
Kaizen Teian has a broad scope and can be applied to various aspects of organizational activity. It is

not limited to improvements in machinery, work systems, or management but also includes human
resources and other activities that support organizational development. Consequently, every
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employee can contribute ideas or improvement proposals based on conditions and problems
encountered in daily work.

Based on the interviews, the informant explained that Kaizen Teian is comprehensive in scope and
is not restricted to a particular field. The informant stated:

“BEERRIEH DD L AEIZEN Y £3, OV AT A RERELWET L2 TER, A

HAkRAILEEO — T, REOFBICEAD LI FMOMPITIE, =R — A, mEEH L

L AREDOREIZEAD LT NTICENRY 7, 7

“Kaizen Teian applies comprehensively across all aspects of the company. It is not limited to improving

machinery, systems, management, and similar areas. Human resources are also part of continuous

improvement. The areas related to organizational development are broad; therefore, Kaizen Teian can
apply to virtually anything, including energy use, expenditure, human resources, and all other aspects
related to the company’s progress.”

This statement indicates that Kaizen Teian can be applied to a wide range of activities associated
with improving organizational performance. Improvements may address energy use, cost reduction,
quality enhancement, work efficiency, work systems, or human resource development. Thus, an
improvement proposal does not need to produce a major change; simple initiatives that generate
practical benefits for the company may also be classified as Kaizen Teian.

Examples of the scope of Kaizen Teian implementation at Akagi Nyugyo include the following:

1. Work-process improvement, involving changes to work methods so that tasks can be performed
more easily, quickly, safely, and efficiently.

2. Energy and cost savings, involving reductions in unnecessary energy use or expenditure within the
production process.

3. Quality-management improvement, involving measures to maintain and enhance product quality
while reducing errors in work processes.

4. Machinery and facility improvement, involving modifications or repairs to machinery and
equipment so that they operate more effectively and reduce production disruptions.

5. Human resource development, involving improvements in employees’ capabilities, skills, discipline,
and awareness of the importance of continuous improvement.

6. Improvement of occupational safety and comfort, involving changes that reduce accident risks and
create a safer and more comfortable work environment.

Accordingly, the scope of Kaizen Teian implementation may be characterized as comprehensive and
continuous. Any aspect that presents an opportunity for improvement and can generate benefits for
the company may become the object of a Kaizen Teian initiative. This indicates that the success of
Kaizen Teian depends not only on technological or system improvements but also on sustained
employee involvement in identifying and proposing improvements.

Mechanisms for Proposing, Verifying, and Implementing Kaizen Teian

The implementation of Kaizen Teian can be understood in relation to the PDCA (Plan, Do, Check,
Action) cycle as an approach to continuous improvement. In simple terms, Plan refers to designing an
improvement; Do refers to implementing or testing the improvement; Check refers to evaluating the
outcome; and Action refers to taking follow-up measures based on the evaluation. The cycle is
repeated so that improvements can continue to be developed. This PDCA logic is consistent with the
principle of continuous improvement through gradual and sustained change.

Based on the interviews, all employees are entitled to submit Kaizen Teian proposals. Individual
proposals are submitted using a Kaizen Teian form and are then forwarded to the supervisor of the
relevant unit. There is no formal limit on the number of proposals an employee may submit; however,
the company encourages employees to contribute improvement ideas regularly. Importantly, the
company does not distinguish between large and small improvements. As long as a proposal provides
added value to the organization, it may be submitted and considered for implementation. The
informant stated:
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YT DO THIEN THTH/NERBFRETHREL TL Lo THMDLRN T, UEERE
FICFHAL T b o TRERICDIZ o T, AERTICHEHND £9, AEREPRELTLLoTEAND
REZHIEIHOSHVEAT, EHFRERE L TS AZANTH L TERELWOHELHY 4, 7
“Kaizen Teian proposals may be submitted at any time, by anyone, in any number, regardless of whether
the proposed improvement is large or small. The Kaizen Teian form is reviewed by the relevant
supervisor and then submitted to the production department. From the proposals collected, the
production department selects at least three outstanding Kaizen Teian proposals, and the employees
who submitted them receive recognition or rewards.”

This statement shows that the company provides broad opportunities for all employees to
participate in Kaizen Teian. There are no restrictions concerning the timing of submission, the number
of proposals, or the scale of the proposed improvement. Employees can therefore submit proposals
whenever they identify a problem or an opportunity to improve their work.

Submitted proposals do not have to involve major changes. Simple or small-scale improvements are
also valued as long as they provide benefits to the work process or the company. This practice reflects
the fundamental principle of Kaizen: continuous improvement through small changes implemented
consistently over time.

In addition to providing opportunities to submit proposals, the company also applies a reward
system for employees whose ideas are judged to be outstanding. Such recognition serves as a form of
organizational appreciation and can encourage employees to participate more actively in
improvement initiatives. The informant further stated:

“WERRITEARMIIREB L TKNEARRNL DR L FEME TR TEDL I Z LITEKRTTT
Eb, BERDPD» oD THEMBEHICEFE LA TRLLIICLTNET, EOSHWIRBHS
DEFNCNAVARIEL TH b o T, MEET —F ZHME LT 5o T, ROMIEN DI -7 6, EEE
ICRERLLLROHERE, ZhETOERNREDITE, ZNETOBEREDATR>THWINT
FTNEVWIFHAIELHBWET, "
“In principle, when a Kaizen Teian proposal can be implemented by the person who submitted it, that
person is expected to carry the proposal through to implementation. However, if implementation
requires expenditure, the proposal is discussed with a supervisor according to the level of need. Prior
verification is conducted to determine the expected impact or effectiveness, and the verification data are
then reported. If the proposal is shown to be worthwhile, the proposer presents the expected benefits
and required costs to the section manager, plant manager, or department manager and requests
approval for implementation.”

This statement indicates that Kaizen Teian does not end with the submission of an idea or proposal;
the proposer is also expected to take responsibility for implementing the improvement where feasible.
The implementation pathway depends on the type of Kaizen Teian and whether funding is required.
Improvements that do not require substantial costs can generally proceed directly to implementation,
whereas initiatives requiring larger expenditures must follow a more structured process, as outlined
below:

1. The proposer implements the improvement

If the improvement can be carried out independently without substantial resources or cost, the employee

who submitted the proposal is generally also responsible for implementing it.
2. Verification is conducted before implementation

Before an improvement is applied more broadly, the company first determines whether the proposal is likely

to generate genuine benefits. Testing or verification is therefore conducted to assess the expected results.
3. Data are used as the basis for decision making

Verification results are then compiled as data. These data are used to demonstrate the effectiveness and

potential benefits of the proposed Kaizen initiative.

4. Supervisors are involved when expenditure is required

If a proposal requires financial expenditure, the proposer cannot implement it directly. The proposal must be

discussed with the relevant supervisor and evaluated in relation to its level of necessity and required cost.
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5. Approval is obtained prior to implementation

Once the expected benefits and costs have been explained on the basis of supporting data, the proposal is

submitted to the section manager, plant manager, or department manager for approval.

These procedures indicate that the implementation of Kaizen Teian does not prioritize the quantity
of proposals alone; it also considers the feasibility and tangible benefits of each proposal. Decisions are
based on verification results and supporting data, enabling the company to compare expected benefits
with the resources and costs required for implementation.

This process reflects a data-based continuous-improvement principle in which employee ideas are
first tested and their benefits demonstrated before company resources are committed to broader
implementation.

A Concrete Example of Kaizen Teian Implementation: A 5S-Based Pipe-Rack Case

In addition to improving product quality, Kaizen Teian is also evident in the application of 5S
principles to workplace organization. Interviews with employees identified one problem involving the
suboptimal storage of machine pipes. Variations in pipe size and length made the work area less
efficient and potentially obstructed worker movement. Improperly stored pipes were also at greater
risk of rust and mold. As a solution, employees proposed a storage rack designed according to the
dimensions and sizes of pipes used in the production process. The informant stated:

FEE S G2 5L PERH E AP0l 5SOM&E H LI L TEAWCIEA T, o

AL L T, FoFSUENTESET, ) LSITWMOHLOT S, b ol bun5r

WCRLRLT LT DH720TT, "

“Pipe storage should be organized neatly according to the 5S concept to prevent rust and mold. Pipes

should be arranged by size and aligned properly so that they are easy to retrieve when needed and easy

to return to their designated location after use.”

The proposal began with direct observation of workplace conditions, measurement of pipe
dimensions, rack design, and coordination with the work-environment department before
implementation. Based on 5S principles, the initiative produced positive effects, including a tidier
work area, easier retrieval of equipment, reduced time spent searching for materials, and improved
occupational safety.

This finding demonstrates that Kaizen Teian does not necessarily require large-scale investment.
Although higher-investment technologies, such as Al-based cameras for detecting defective products,
may be considered in the future to support product quality, simple improvements grounded in 5S
principles can also produce meaningful efficiency gains when implemented consistently.

Impact of Kaizen Teian Implementation on Work Efficiency and Product Quality

One framework closely related to the implementation of Kaizen Teian is QCD (Quality, Cost,
Delivery). These three dimensions are central to production-process management because
improvement initiatives are expected not only to increase product quality but also to reduce costs and
make work processes more effective and timely.

In the context of Kaizen Teian, QCD can serve as a reference for assessing the benefits of individual
improvement proposals. Employee proposals may target Quality, for example by reducing defective
products and errors in the production process. In terms of Cost, improvements may reduce
unnecessary use of materials, energy, time, or expenditure. Delivery can be improved through better
workflow design and shorter processing times so that production activities proceed more smoothly
and in accordance with targets. Attention to all three QCD dimensions is therefore important for
maintaining a balanced approach to efficiency and product quality.

QCD can therefore be used to understand the direction and expected benefits of Kaizen Teian, while
the Kaizen Teian system provides employees with a practical mechanism for identifying problems and
proposing improvement solutions. The informant stated:
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“ETE, 2HE Lo LRI T2DIAToT0ET, FEORFRE Ly, MaomBEEZR L
720, BRIHEENTEDLEOCLIENTHILT, St LsTRVWIENRTSSAHY FT, £
AUCKFRDITRER S ML« O THMmAZBEATIHIT S X9 IRt LE7,

“Everything is carried out with the aim of making the company better. Improving work efficiency,

product quality, and occupational safety provides many positive benefits for the company. Most

importantly, the company must be able to provide customers with products that can be consumed safely
and with confidence.”

These findings reinforce the view that Kaizen Teian is a practical strategy for improving work
efficiency and product quality through continuous improvement involving employees at all levels. The
ultimate objective is to achieve superior product quality while placing customer satisfaction at the
center of the process. Products must therefore be manufactured to the highest possible standards of
safety and reliability in order to strengthen customer trust in the company.

CONCLUSION

This study demonstrates that Kaizen Teian has become an embedded mechanism for improving
work culture in the daily operations of Akagi Nyugyo. Employees are given open opportunities to
submit suggestions, ideas, and opinions without restrictions on timing, frequency, or scale. The
cultural values of Kaizen Teian contribute positively to employee development while simultaneously
reinforcing continuous improvement as a means of enhancing work efficiency and product quality.

Every employee is expected to recognize both positive conditions and areas requiring
improvement. When unfavorable conditions are identified, employees are encouraged to develop an
awareness of the need for corrective action. Sensitivity in identifying, analyzing, and continuously
improving processes and practices is therefore essential for achieving greater efficiency and higher
product quality. The 5S-based pipe-rack case illustrates that Kaizen Teian can range from simple, low-
cost improvements to higher-investment technological innovations, such as the potential future use of
Al cameras to detect defective products and strengthen quality control. The mechanism of problem
identification, data-based verification, and staged approval reflects the consistent application of the
PDCA cycle and helps ensure that the impact of each proposal is assessed before wider
implementation.

Viewed through the QCD (Quality, Cost, and Delivery) framework, Kaizen Teian contributes to all
three dimensions: quality improvement through the reduction of defective products, cost efficiency
through waste reduction, and smoother workflow through process improvement. As emphasized by
the informants, Kaizen Teian also functions as a human resource development instrument by
strengthening employees' awareness of the work environment, sense of organizational ownership, and
critical-thinking skills in problem solving.

In conclusion, Akagi Nyugyo's ability to maintain work efficiency and product quality is supported
not only by production technology but also by a culture of continuous improvement involving all
organizational levels. Kaizen Teian demonstrates that substantial improvements can emerge from the
accumulation of small, consistently implemented changes and that organizational growth is ultimately
inseparable from the development of the individuals within it. This case study may provide useful
insights for other companies, particularly in the manufacturing sector, that seek to build participatory,
creative, and innovative work cultures oriented toward continuous improvement (Kaizen).
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