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CHANGE MANAGEMENT METHODOLOGY: SINGO MODEL

The article examines and summarizes information about the work and effectiveness of the model
of Japanese scientific engineer Shigeo Shingo (1909-1990) Questions regarding the
prerequisites for its emergence, development, and implementation in the management of
Japanese enterprises and companies are addressed, as well as the potential application of this
model in Ukrainian enterprises. The value system at enterprises is analyzed in the context of the
Shingo model and its role in the involvement of employees in the process of transformation of
production. The Shingo model is used to analyze the role of employees in the process of
transformation of production. In the present circumstances of the transition of Ukrainian
enterprises to a highly volatile stage of development, the significance of the subject matter is
undeniable.

Value orientations and authentic models of employee behavior of developing enterprises become
topical in the context of the need to move towards high productivity. It is therefore important to
assess the degree of readiness of the economy for the transformation process, its ability to adapt
to changes, and its potential speed of introduction of technologies and innovations. In this work,
the effective structure of the production transformation process and the individual elements of
the transformation are indicated. It is demonstrated the impact of innovative methods and
methods of transformation on the speed of growth and development of productivity at
enterprises. The material presented in the article encompasses significant aspects of the
fundamental essence of the innovative nature of development based on the Shingo model.
Keywords: management theory, management system, change management, organizational
development, management history, Shingo model.

METOAOJIOI'TA YIIPABJIIHHA 3MIHAMMJX: MOJEJIb IINTHI'O

Y cmammi npoananizosano ma y3azanoheno gidomocmi npo pobomy ma eghekmusHicms Mooeini
ANOHCHKO20 iHdcenepa-euenozo [lluzeo Llineo (1909—1990). Obeosoproromucs numants ujooo
nepeoymos ii BUHUKHEHHS, PO3GUMK) MA BNPOBAONCEHHS 8 MEHEONCMEHM ANOHCLKUX
nIONPUEMCME [ KOMNAHIL, MONCIUBOCMI GUKOPUCMAHHSL Yi€l MOOeNi HAa YKPAIHCbKUX
nionpuemcmeax. I[Ipoananizoeano cucmemy yiHHocmeu Ha NIONPUEMCMBAX Y KOHMEKCMI MOOei
Lllinzo ma ii ponwv y 3anyuenni npayieHuxie 0o npoyecy mpaucgopmayii eupoonuymea. B
CYUACHUX YMOBAX NEpexo0y YKPAIHCLKUX NIONPUEMCME 00 BUCOKOBOIAMULLHOL cmadii po36umxy
akmyanvhicms memu € oezzanepeunoro. Llinnicui opienmayii ma asmeHmu4ni Mooeni n0geOiHKU
NPAyieHUKIE NIONPUEMCMS, WO PO3GUBAIOMbC, CMAIOMb AKMYANIbHUMU 8 KOHMEKCMi
HeobXionocmi pyxy 00 8ucokoi npodykmugnocmi. Tomy 8axciugo oyiHumu cmyninb 20moeHOCMmi
eKOHOMIKU 00 npoyecy mpancpopmayii, 30amuicms adanmy8amucs 00 3MiH, NOMEHYIlHY
WBUOKICIb 8NPOBAOICEHHS MEXHON02Il ma IHHo8ayill. Y npoyeci ananizy iimepamypHux
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odrcepen y 0aHiti pobomi 6KA3aHO egheKmMueHy CmpyKmypy npoyecy nepemeopeHHs.
8UPOOHUYMBA, OKpeMi ellemenmu nepemeopents. Iloxazano 6naug iHHO8ayitiHUX Memoois i
Memooi8 nepemeopenHs Ha UWBUOKICMb 3DOCMAHHA | PO38UMK) NPOOYKMUBHOCMI NPayi Ha
nionpuemcmaax. Buxnadenuii y cmammi mamepian 8Ucimiioe 8aniCu8i aCneKmu CymHoCcmi
IHHOBAYILIHO20 XapaKkmepy po36umKy Ha 0cHosi mooeni Lllineo.
Knrwouoei cnosa: meopis ynpasninus, cucmema ynpasiinHs, YRPAaeiiHHIA 3MIHAMU,
Op2aHizayitiHull po3eUmoK, icmopis ynpaeninus, mooens Lllinzo.

Statement of the problem. The current geopolitical and economic trends of
restructuring in the world economy create unique conditions for the creation and
implementation of ambitious projects in various areas of human activity. This can
be expressed in a collection of efficient practices and solutions that have been
successfully employed in the selection of personnel, management, and capital
development of organizations. This tendency was manifested in the post-pandemic
phase of the development of industrial enterprises and in the conditions of
sanctions pressure, when the geopolitical and economic context began to change
rapidly.

Industrial enterprises with a clear value profile and the ability of managers to
adjust their business to any changes proved to be the most resistant to intensifying
competition, urgent restructuring of logistics chains, and revision of contractual
obligations. Managers of such enterprises understand the importance of risk
hedging and anticipate potential problems. For employees of such enterprises,
corporate values become the main reference point during periods of rapid change
and disruption of well-established processes.

It is a well-proven practice to turn to values during a “fever.” However, in
accordance with. According to Budnik [1], it is imperative that these values are
correctly formulated, formalized, and become a fully functional working tool
within the operating enterprise by the time "X" arrives. Then, the team will quickly
stabilize under any conditions, and the set of interrelated activities and work aimed
at creating a certain product or service for consumers will be optimized. An
increase in labor productivity will be outlined.

One example of a successful model in production is the Toyota concern,

whose founder was Shigeo Shingo. The values of his system determine the actual
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model of conduct of each individual in their workplace. The case of Shigeo
Shingo's creation of the most successful mass production line serves as an
exemplary illustration of management not only in the mechanical engineering
industry but also in all enterprises associated with production processes.

The purpose of the study is to study management in the context of change
and transformation of the value system according to the model of the Japanese
scientist Shigeo Shingo; to determine the prospects and conditions of changes over
time in modern developing companies.

Recent research and publications. Numerous experts, both domestic and
foreign, have made significant contributions to the study of change management,
including F. Guijard, R. Daft, L. Greiner, D. Kelly, D. Kotter, K. Levin, O.
Vykhansky, K. Voronkov, A. Yegorshin, O. Kozhevina, V. Nagayev, I. Petrova, O.
Tashlykova, G. Shirokova, and others. However, research on the topic of change
management necessitates ongoing advancements in both theory and practice.

Presentation of the main material. Based on the professional experience of
Japanese scientist and engineer Shigeo Shingo (Shingo), the transformation model
emerged in the mid-1800s and gradually developed its own philosophy, tools, and
methodology. As a result of its implementation by followers, it underwent
numerous changes [1].

The following organizational change management systems were developed
by Shigeo Shingo and served as the foundation for his model:

1. Assurance of quality at the origin.

2. generating benefits for the customer.

3. utilizing no stocks.

4. The quick replacement of dies system (SMED).

5. Personal presence at work as a basis for decision-making (Gemba).

All forward-thinking industries currently use the quality system, also known
as quality assurance at the source, which was created as a substitute for the
statistical methods of quality management that are widely used worldwide. A

feedback system that responds instantly should be developed in order to eradicate
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flaws. Three techniques are included in this 100% control: source control, self-
checking, and sequential testing. A subpar product cannot be moved to the
following stage of production using this system.

Shingo, one of the creators of the Toyota company's “Lean Production™
principles, put forth this quality-related philosophy [2]. In developing the System
of Value for the Client (Consumer), which serves as the foundation for “Lean
Production” [3, 4], Shingo made the case that a service or product only gains value
when all of its components are produced directly. The process's foundation in this
instance is thought to be the unavoidable creation of value for the client, provided
that losses and any wasteful activity that uses up too many resources without
adding value are eliminated.

Because inventory could impede production flow and prevent it from being
"accelerated" to full capacity, Shingo thought Zero Inventory Operations were
feasible. Buffer stocks were only required to handle potential abrupt changes in
production volumes because excess inventory could be avoided by balancing and
standardizing the production flow.

Shigeo Shingo's name was closely linked to the Toyota concern's work in the
1960s. He established a solid reputation as a top expert in the fields of
transformation and optimization thanks to his indisputable achievements in the
Japanese market. He was asked by the company to shorten the time it takes to
switch out equipment. The Quick Changeover System was developed in this
manner. The first task, which competitors had already accomplished, was to cut the
press changeover time from four to two and a half hours. Shigeo handled the task
brilliantly after studying the production. A few months later, he got a proposal that
was structurally similar but fundamentally different: it called for cutting the
changeover time from 2.5 hours to 3 minutes.

The practically intractable task was finished in a record month. He
personally developed the SMED (Single Minute Exchange of Dies) system [5]
based on this knowledge. Shingo suggests a distinct separation of functions based

on how feasible they are to carry out. Next, a review of all the steps taken to
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drastically cut down on the amount of time spent on each unit during the
readjustment process. Shingo maintained that the removal of adjustments and the
mechanization of production through standardization are essential, as are
standardization, optimization, and the use of additional tooling.

Shingo believed that management should be done on the shop floor, not in
an office. There is even a special term for this — gemba — a system of decision-
making based on personal presence at the workplace. According to Shingo, when a
problem arises, first of all, you need to go to gemba; check the equipment
associated with the workplace; take countermeasures on the spot; look for the root
cause; standardize operations to avoid repeating mistakes.

These five systems are components of a broader collection of related
instruments. Using the Shingo methodology to transform a company involves a set
of guiding principles that serve as the cornerstone of the entire enterprise rather
than adhering to a single program.

Shingo used the three elements of the organization—systems, tools, and
results—as the foundation for his management system. He believes that there is no
direct correlation between the processes and the outcomes of work. Through the
tool component, there is continuous direct communication and feedback between
the systems and results. Given that it guarantees the completion of the assigned
tasks, it would appear that such a theory already has the right to exist. But this is
not the case. The business can only operate in the short term without an element
that connects all of the aforementioned elements; it lacks the capacity to think and
act strategically.

Shingo claims that this connection is made possible by culture, which
includes the fundamentals of fostering communication amongst the organization's
departments, client and supplier communication strategies, established business
relations standards, and more. People are each company's cultural guarantors, and

when developing an effective management model, one should rely on them.
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It is essential to comprehend that the company's functional structure consists
of team members, managers, and leaders. You can accurately determine the level
of involvement in the transformation process by being aware of the existence of
distinct layers of management. All participants in the process are engaged in the
"propaganda” of culture, to use a broad definition. However, it is important to
realize that managers are primarily responsible for advancing and reaffirming the
company's cultural values. Their primary responsibility should be to create, unite,
and promote values, beliefs, and behavior. Such acts result in a disorderly,
unmanageable issue if management is not clearly involved and controlled.

Shingo created three guidelines for changing a business's management
system, following which will enable you to create a culture and properly rely on it
to create a successful and long-lasting enterprise.

First rule. Ideal actions lead to ideal outcomes. First and foremost, a capable
manager needs to get rid of the conceptual conflict that has developed in his mind.
It is possible to digitize and standardize the concept of ideal behavior and results.

Second rule. Behavior is shaped by systems and goals. The requirements for
establishing a culture of ideal behavior are put into practice by this rule. It is
important to know exactly how and what will be used to construct the ideal
behavioral system. Only within the parameters of its implementation is each
system accountable for its direction. Standards, reporting, feedback, and a list of
Improvements are some of the subsystems that make up the system, which is not an
indivisible element. The right to refer to such a set as a properly functioning
system is called into question when at least one of these subsystems is absent, as it
violates the proper principles of connections and processes.

Third rule. Ideal behavior is determined by principles. This is one of the
most important rules.

A pre-developed algorithm of action frequently proves irrelevant in new
circumstances due to the constant changes in society, the economy, and the entirety
of human factors. The company's operations can only remain true to the intended

plans and strategies if a set of principles has been previously discussed and
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approved by all parties involved in business processes. "Principles” ensure the
stability of the business system and minimize losses and damages when established
business processes are disrupted (due to standard business processes not adapting
well to changes).

These guidelines provide a strong basis for developing a corporate culture.
Their observance has the power to change and impact the organization. However,
in this case, it is important to realize that establishing a culture, values, and
principles for their own sake is pointless and detrimental to the company as a
whole.

A crucial component of the company's transformation is the application of
the Shingo model's tenets. Shingo's concept is that, even if you buy new
equipment, run your business in a busy area, and use the newest production
accounting techniques, all of this will only help the company achieve its
operational and tactical objectives at the expense of the company's eventual
downfall if you do not develop your thinking within the framework of Shingo's
guiding principles. Because it determines the company's success, corporate culture
Is something that every business must maintain. But culture has many facets, just
like any other phenomenon.

The development of an organization can be aided or hindered by its
"character" attributes. Additionally, the second business will be more productive if
everything is handled by bureaucratic means in one and employees participate in
the production process in another. Creating a positive work environment will help
with two things: first, it will reduce employee turnover because people will be less
likely to leave a company where they feel comfortable, and second, it will make it
easier to find new hires because they will want to join such a team. Stress,
discomfort, ambiguous procedures, poor communication, and a lack of
opportunities for professional advancement are common reasons why people
search for new employment.

Businesses successfully accomplish their strategic objectives and elevate

their corporate culture by implementing the Shingo methodology. An
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organization's culture is dynamic. Consequently, it is critical for management to
monitor, assess, and control the culture of the company.

Shigeo Shingo's works brilliantly address each of these issues. Results are at
the top of the pyramid-shaped set of guiding principles. The sources of cultural
change are at the base of the pyramid, followed by the principles of continuous
improvement in the middle, and enterprise coordination at the top (Fig. 1).
Although implementing the plan can set the groundwork for future long-term
success, it does not ensure the development of an ideal business model.Guiding
principles of the Shingo model [5]:

1. Enterprise Coordination (Think Systemically; Provide Value to
Customers; Provide Consistency of Purpose)

2. Continuous Improvement (Aim for Excellence; Embrace Scientific
Thinking; Ensure Quality at Source; Flow and Pull VValue)

3. Sources of Cultural Change (¢ Treat Every Person with Respect * Lead
with Equality).

Shingo's philosophy (sometimes referred to as the "Shingo pyramid”) is
based on two fundamental ideas: respect for each individual and equality in
management. The team has a great deal of respect for the management, which is
hidden beneath the seeming simplicity of such statements. The employees will
treat the deputy director of production with more respect than they would other top
managers if, for instance, he arrives at work every morning a few hours before the
workday begins, greets the night shift employees, keeps an eye on how well the
night outfit is performing, and talks about equipment usage issues.

Employees will always be more enthusiastic about the chance to work
overtime and test new equipment with their involvement. Communication with the
team is a fundamental and evident fact that establishes the conditions for
transformation and yields more effective outcomes. Shingo thought that providing
safe working conditions, training employees, involving everyone, and giving them

more authority were further guidelines for altering the culture [6].
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Two factors contribute to the success of the Japanese Shingo model: the
commitment of Japanese workers to the company's goals and the absence of
conflict between management and production. When business activities are
coordinated, a single production strategy is formed. A strategic vector-based action
that aims to boost the overall company's efficiency can yield a very high result.
Shingo's concept is straightforward: behavior patterns must be altered in order to
start down the path of development. The most challenging aspect of any change is
this; for many, it becomes an impossibility.

The majority of managers in domestic businesses today actively invest only
in turnover, oblivious to the dangers of a massive decline in worker productivity.
Consequently, there was a decline in the quality of the products and a drop in
profits, all while the company's reputation was deteriorating. All of this is due to
the fact that employees are currently "X" morally unprepared to handle problems
that require an immediate solution in a crisis. Such a management model results in
a major and detrimental failure.

Consequently, an emergency production transformation is required, and
special, highly compensated managers are employed to adjust the enterprise’s
operating mode in an emergency, primarily relying on basic necessities. The
organization's budget is being consumed by the recurring emergency situations and
the lack of work with the other levels of the pyramid. Managers must make sure
that the business operates methodically and that the motivations of all levels of
Maslow's pyramid "work" simultaneously if they want their employees to be able
to "in the long run" qualitatively perform their job responsibilities [7, 8].

Employee engagement, job satisfaction, and organizational commitment all
have a significant impact on labor productivity. Employee involvement in
achieving daily results is significantly increased when projects are implemented to
introduce a new behavioral model at industrial enterprises using the Shingo model
as an example. This leads to an increase in labor productivity. Simultaneously,
methods for carrying out such projects ought to be grounded in a certain scientific

and practical foundation and carried out methodically, starting with focus groups,
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the creation of the "Book of Values," the consolidation of value attitudes, a
program for the actual application of values, and gradual, painstaking adjustments
to the model of the entire management pyramid.

The Shingo model is applicable outside of the manufacturing industry as
well. Since the understanding of the organization as a system determines the set of
problems of various business types in the management system, these problems are
essentially the same. These systems enable the development of a company's human
capital with the right understanding of reality and preparedness to operate under
circumstances of business-wide change. By analogy with the manufacturing
business, "providing a model haircut service in a hairdressing salon" will therefore
also set itself the task of increasing efficiency and scaling. Furthermore, the
implementation of the model's principles in the case of medium-sized businesses
proves to be far more effective because capital turnover is quicker and cost control
dictates the development strategy of this company—in other words, "every penny
counts."

Conclusion. A successful manager's primary responsibility is to create an
enterprise management model that is optimal in order to adjust and transform the
organization ahead of time in the event of a crisis [8]. For the most part, the Shingo
Model addresses today's problems. The model eloquently illustrates the causal
connections among corporate culture, principles, management systems, and tools.

Many industrial corporations worldwide now acknowledge the Shingo
model as a reference model of organizational excellence, guaranteeing the
outstanding success and competitiveness of businesses that prioritize ongoing self-
improvement through employee behavior modification.

The Toyota company's undeniable authority has vividly confirmed the
Shingo methodology for organizing production and behavior as a crucial aspect of
business [9]. Many of the practical and philosophical techniques and tools
discussed in the article effectively regulate the management system of any

organization, thanks to Shigeo Shingo's innovative methods. These tools can be
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used in the domestic practice of transforming the management systems of

organizations.
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