ﻋﻨﻮﺍﻥ ﻣﻘﺎﻟﻪ  :ﻫﻮﺷﻴﻦ ﮐﺎﻧﺮﯼ ﭼﻴﺴﺖ ؟
ﻋﻨﻮﺍﻥ ﻣﻘﺎﻟﻪ ﺍﺻﻠﻲWhat is Hoshin Kanri? :
ﺧﻼﺻﻪ ﺍﯼ ﺍﺯ ﻣﻘﺎﻟﻪ :

ﺑﻄﻮر ﻛﻠﻲ ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي را ﻣﻲ ﺗﻮان ﺑﻪ ﻋﻘﺮﺑﻪ ﻗﻄﺐ ﻧﻤﺎي ﻛﺸﺘﻲ ﺗﺸﺒﻴﻪ ﻧﻤﻮد ﻛﻪ ﺑﻪ ﺻﻮرت ﻛﺎﻣﻼً ﻛﺎﻟﻴﺒﺮه در ﺑﻴﻦ
ﺗﻤﺎم ﻛﺸﺘﻲ ﻫﺎي ﻳﻚ ﻧﺎوﮔﺎن ﺗﻮزﻳﻊ ﺷﺪه اﺳﺖ .ﺑﻨﺎﺑﺮاﻳﻦ ﺗﻤﺎم ﻛﺸﺘﻲ ﻫﺎ ﭼﻪ ﺑﺼﻮرت ﮔﺮوﻫﻲ و ﭼﻪ ﺑﺼﻮرت ﺗﻜﻲ ﺑﻪ ﻳﻚ
ﻣﻘﺼﺪ ﺗﻌﺮﻳﻒ ﺷﺪه و ﻣﺸﺘﺮك ﻣﻲ رﺳﻨﺪ.
ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي ﻳﻚ روﻳﻜﺮد ﺳﻴﺴﺘﻤﻲ اﺳﺖ ﻛﻪ ﺑﺎ اﺳﺘﻔﺎده از ﻃﺮح رﻳﺰي ،اﺟﺮا و ﺑﺎزﻧﮕﺮي ﻗـﺪم ﺑـﻪ ﻗـﺪم ،ﻓﺮآﻳﻨـﺪ
ﻫﺎي ﻛﻠﻴﺪي و ﻣﻬﻢ را در ﻣﺪﻳﺮﻳﺖ ﺗﻐﻴﻴﺮ و ﺑﻬﺒﻮد ﻳﺎري ﻣﻲ دﻫﺪ .ﻫﻮﺷﻴﻦ ﻳﻚ ﭼﻬﺎرﭼﻮب ﻃﺮﺣﺮﻳﺰي را ﺑﻮﺟﻮد ﻣـﻲ آورد ﻛـﻪ
در آن ﻣﻲ ﺗﻮان اﻳﻦ ﻓﺮاﻳﻨﺪﻫﺎي ﻛﻠﻴﺪي و ﺑﻬﻢ واﺑﺴﺘﻪ را از ﺳﻄﺢ ﻋﻤﻠﻜﺮد ﻛﻨﻮﻧﻲ ﺑﻪ ﺳﻄﺢ ﻣﻄﻠﻮب رﺳﺎﻧﺪ .ﻫﻮﺷﻴﻦ ﻛـﺎري در
دو ﺳﻄﺢ ﻃﺮح رﻳﺰي اﺳﺘﺮاﺗﮋﻳﻚ و ﻣﺪﻳﺮﻳﺖ ﻓﻌﺎﻟﻴﺘﻬﺎي روزاﻧﻪ ﺑﻜﺎر ﺑﺴﺘﻪ ﻣﻲ ﺷﻮد.
ﺟﻬﺖ درك ﺑﻴﻨﺶ ﻋﻤﻴﻖ از ﻫﻮﺷﻴﻦ ﻛﺎري آﺷﻨﺎ ﺷﺪن ﺑﺎ ﻣﻨﺸﺄ واژه ﻣﻲ ﺗﻮاﻧﺪ ﻣﻔﻴﺪ ﺑﺎﺷـﺪ .ﻛﻠﻤـﻪ  Hoshinاز دو
ﻗﺴﻤﺖ  hoﺑﻪ ﻣﻌﻨﻲ ﺳﻤﺖ ﻳﺎ ﺟﻬﺖ و  shinﺑﻪ ﻣﻌﻨﻲ ﺳﻮزن ﻳﺎ ﻋﻘﺮﺑﻪ ﺗﺸﻜﻴﻞ ﺷﺪه اﺳﺖ .ﺑﻨﺎﺑﺮاﻳﻦ ﻛﻠﻤﻪ  Hoshinرا ﻣـﻲ
ﺗﻮان ﺗﺤﺖ ﻋﻨﻮان ﻋﻘﺮﺑﻪ ﺟﻬﺖ ﻧﻤﺎ ﺗﺮﺟﻤﻪ ﻧﻤﻮد .ﻛﻠﻤﻪ  kanriﻧﻴﺰ از دو ﻗﺴﻤﺖ  kanﺑﻪ ﻣﻌﻨﻲ ﻛﻨﺘﺮل ﻳﺎ ﻛﺎﻧـﺎﻟﻴﺰه ﻛـﺮدن و
 riﺑﻪ ﻣﻌﻨﻲ دﻟﻴﻞ ﻳﺎ ﻣﻨﻄﻖ ﺗﺸﻜﻴﻞ ﺷﺪه اﺳﺖ .ﺑﺎ ﺟﻤﻊ ﺑﻨﺪي اﻳـﻦ ﻣﻌـﺎﻧﻲ  Hoshin Kanriرا ﻣـﻲ ﺗـﻮان ﺳـﺨﺖ ﻋﻨـﻮان
"ﻣﺪﻳﺮﻳﺖ و ﻛﻨﺘﺮل ﺳﻤﺖ ،ﺟﻬﺖ ﻳﺎ ﺗﻤﺮﻛﺰ ﺳﺎزﻣﺎن" ﺑﻴﺎن ﻧﻤﻮد .ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي را ﻋﻤﻮﻣﺎً ﻣﻲ ﺗﻮان ﺗﺤﺖ ﻋﻨﻮان "ﺗﻮﺳﻌﻪ ﺧﻂ
ﻣﺸﻲ" ﻧﻴﺰ ﺑﻴﺎن ﻧﻤﻮد.
ﻫﺪف ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي اﻳﺠﺎد ﺑﻬﺒﻮد اﺳﺎﺳﻲ در ﻋﻤﻠﻜﺮد ﺑﺎ ﺗﺠﺰﻳﻪ و ﺗﺤﻠﻴﻞ ﻣﺸﻜﻼت ﻛﻨﻮﻧﻲ و ﮔﺴـﺘﺮش اﺳـﺘﺮاﺗﮋي
ﻫﺎﻳﻲ ﻣﻲ ﺑﺎﺷﺪ ﻛﻪ ﭘﺎﺳﺨﮕﻮي ﺷﺮاﻳﻂ ﻣﺤﻴﻄﻲ اﺳﺖ .ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي ﻫﻤﺎﻧﻨﺪ ﻳﻚ آﺑﺸﺎر  ،ﺧﻂ ﻣﺸﻲ ﻣﺪﻳﺮﻳﺖ ارﺷـﺪ را از ﻫـﺮ
ﺳﻄﺢ ﺑﻪ ﺧﻂ ﻣﺸﻲ ،اﻫﺪاف ﻳﺎ اﻗﺪاﻣﺎت ﺳﻄﻮح ﭘﺎﺋﻴﻦ ﺗﺮ در ﺳﻠﺴﻠﻪ ﻣﺮاﺗﺐ ﺳﺎزﻣﺎن ﮔﺴﺘﺮش ﻣﻲ دﻫﺪ.
ﺑﺎ ﺗﻮﺳﻌﻪ ﺧﻂ ﻣﺸﻲ ﻳﺎ ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي ﻧﮕﺮش ﻣﺪﻳﺮﻳﺖ ارﺷﺪ ﻣﻲ ﺗﻮاﻧﺪ ﺑﻪ ﻣﺠﻤﻮﻋﻪ اي از ﺧﻂ ﻣﺸﻲ ﻫﺎ  ،اﻫﺪاف ﻳﺎ
اﻗﺪاﻣﺎت ﻣﻨﺴﺠﻢ ،ﺳﺎزﮔﺎر ﺑﺎ ﻫﻢ ،ﻗﺎﺑﻞ ﻓﻬﻢ و ﻗﺎﺑﻞ دﺳﺘﻴﺎﺑﻲ در ﺗﻤﺎم ﺳﻄﻮح و ﻓﻌﺎﻟﻴﺘﻬﺎي ﺳﺎزﻣﺎن ﺗﺒﺪﻳﻞ ﺷـﻮد .و در ﺻـﻮرت
ﻣﻮﻓﻘﻴﺖ در ﺑﻜﺎر ﺑﺴﺘﻦ آن دﻳﺪﮔﺎه و ﻧﮕﺮش ﻣﺪﻳﺮﻳﺖ ارﺷﺪ ﺑﻪ ﻳﻚ اﺻﻞ و واﻗﻌﻴﺖ در ﺗﻤـﺎم ﺳـﺎزﻣﺎن ﺗﺒـﺪﻳﻞ ﺷـﺪه و ﺑﻬﺒـﻮد
ﻣﺪاوم را در ﻋﻤﻠﻜﺮد ﻫﺎ ﺑﻮﺟﻮد ﺧﻮاﻫﺪ آورد.
در ﺷﺮوع ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي ﻳﺎ ﺗﻮﺳﻌﻪ ﺧﻂ ﻣﺸﻲ ،ﻣﺪﻳﺮﻳﺖ ارﺷﺪ ﻧﮕﺮش ﺟﺎﻣﻊ و ﺧﻂ ﻣﺸﻲ ﻫﺎ و اﻫﺪاف ﺳﻄﺢ ﺑـﺎﻻي
ﺳﺎﻟﻴﺎﻧﻪ را ﺑﺮاي ﺳﺎزﻣﺎن ﺗﺪوﻳﻦ ﻣﻲ ﻛﻨﺪ .در ﻫﺮ ﺳﻄﺢ ﻛﻪ ﺣﺮﻛﺖ ﺑﻪ ﺳـﻤﺖ ﭘـﺎﻳﻴﻦ اﺳـﺖ ﻣـﺪﻳﺮان و ﻛﺎرﻛﻨـﺎن ﺑـﺎ ﻣﺸـﺎرﻛﺖ
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ﻋﻨﻮﺍﻥ ﻣﻘﺎﻟﻪ ﺍﺻﻠﻲWhat is Hoshin Kanri? :
ﺧﻼﺻﻪ ﺍﯼ ﺍﺯ ﻣﻘﺎﻟﻪ :

ﺳﻄﻮح ﺑﺎﻻ و ﻳﻜﺪﻳﮕﺮ ﺧﻂ ﻣﺸﻲ ﻫﺎ و اﻫﺪاف ﺳﻄﻮح ﺑﺎﻻﺗﺮ را ﺑﻪ ﺧﻂ ﻣﺸﻲ ﻫﺎ  ،اﻫﺪاف و اﻗﺪاﻣﺎت ﺗﻔﻀـﻴﻠﻲ ﺗـﺮ ﺳـﻄﺢ ﺧـﻮد
ﺗﺒﺪﻳﻞ و ﺗﺮﺟﻤﻪ ﻣﻲ ﻧﻤﺎﻳﻨﺪ آﻧﻬﺎ ﻫﻤﭽﻨﻴﻦ اﻧﺪازه ﮔﻴﺮﻳﻬﺎﻳﻲ را ﻧﻴﺰ ﺟﻬﺖ ﻧﺸﺎن دادن
ﻣﻴﺰان ﻣﻮﻓﻘﻴﺖ در دﺳﺘﻴﺎﺑﻲ ﺑﻪ اﻫﺪاف ﺗﻌﻴﻴﻦ ﻣﻲ ﻛﻨﻨﺪ ﻛﻪ اﻳﻦ اﻧﺪازه ﮔﻴﺮﻳﻬﺎ ﻧﻴﺰ ﻫﻤﺎﻧﻨﺪ ﺑﺎﻻ ﺑﻪ ﺳﻄﻮح ﭘﺎﺋﻴﻦ ﺗـﺮ
ﻣﻨﺘﻘﻞ ﺷﺪه و ﺑﻪ اﻧﺪازه ﮔﻴﺮﻳﻬﺎي ﺗﻔﻀﻴﻠﻲ ﺗﺮي ﺷﻜﺴﺘﻪ ﻣﻲ ﺷﻮﻧﺪ .ﺑﺎزﻧﮕﺮي ﻫﺎي ﻣﻨﻈﻤﻲ ﻧﻴﺰ ﺟﻬﺖ ﺗﻌﻴﻴﻦ ﻣﻴﺰان ﭘﻴﺸﺮﻓﺖ و
ﺣﻞ ﻣﺸﻜﻼت ﭘﻴﺶ آﻣﺪه و ﺗﻌﺮﻳﻒ اﻗﺪاﻣﺎت اﺻﻼﺣﻲ ﺻﻮرت ﻣﻲ ﮔﻴﺮد.
ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي ﺗﻀﻤﻴﻦ ﻣﻲ ﻛﻨﺪ ﻛﻪ ﺗﻚ ﺗﻚ اﻓﺮاد در ﺳﻄﺢ ﺳﺎزﻣﺎن ﺑﻪ ﻧﮕﺮش و اﻫﺪاف ﻛﻠﻲ ﺳﺎزﻣﺎن واﻗﻒ ﺑـﻮده
و ﺑﻪ روﻧﺪ ﮔﺴﺘﺮش آن ﺗﺎ ﺳﻄﻮح ﭘﺎﺋﻴﻦ ﺗﺮ ﺗﺎ ﺗﻌﺮﻳﻒ وﻇﻴﻔﻪ و رﻓﺘﺎر ﺧﻮد در ﻗﺒﺎل ﺳﺎزﻣﺎن و اﻫﺪاف و ﺧﻂ ﻣﺸﻲ ﺗﻌﺮﻳﻒ ﺷـﺪه
آﮔﺎﻫﻲ دارد.
ﻫﻮﺷﻴﻦ ﻛﺎﻧﺮي ﻫﻤﭽﻨﻴﻦ ﻣﻲ ﺗﻮاﻧﺪ ﺑﻪ ﻋﻨﻮان ﻛﺎرﺑﺮد ﭼﺮﺧﻪ  PDCAدﻣﻴﻨﮓ در ﻓﺮآﻳﻨﺪ ﻣﺪﻳﺮﻳﺖ در ﻧﻈﺮ ﮔﺮﻓﺘـﻪ
ﺷﻮد .ﭼﺮﺧﻪ  PDCAﻳﻚ ﻧﮕﺮش ﻛﻠﻲ و ﻋﺎم را در ﺑﻬﺒﻮد ﻣﺪاوم ﻓﻌﺎﻟﻴﺖ ﻫﺎ و ﻓﺮآﻳﻨﺪﻫﺎ اراﺋﻪ ﻣﻲ دﻫﺪ .و ﻫﻮﺷﻴﻦ ﻛـﺎري ﻧﻴـﺰ
ﻓﺮﺻﺖ ﺑﻬﺒﻮد ﻣﺪاوم در ﻋﻤﻠﻜﺮد را از ﻃﺮﻳﻖ ﺗﻮﺳﻌﻪ ﻧﮕﺮش  ،ﺟﻬﺖ  ،اﻫﺪاف و ﻃﺮح ﻫﺎي ﺳـﺎزﻣﺎن از ﻣـﺪﻳﺮﻳﺖ ﻣﺸـﺎرﻛﺘﻲ ﺑـﻪ
ﻣﺪﻳﺮﻳﺖ ارﺷﺪ  ،ﻣﺪﻳﺮﻳﺖ ﻣﻴﺎﻧﻲ و ﺗﻤﺎم ﭘﺮﺳﻨﻞ ﺳﺎزﻣﺎن اﻳﺠﺎد ﻣﻲ ﻛﻨﺪ .ﺑﻨﺎﺑﺮاﻳﻦ ﺗﻤﺎﻣﻲ اﻓﺮاد در ﺗﻤﺎﻣﻲ ﺳﻄﻮح ﻗﺎدر ﺑﻪ اﻗـﺪام
ﻣﻄﺎﺑﻖ ﻃﺮح ﻫﺎ  ،ارزﻳﺎﺑﻲ  ،ﻣﻄﺎﻟﻌﻪ و ﮔﺮﻓﺘﻦ ﺑﺎزﺧﻮر ﺑﻪ ﻋﻨﻮان ﺑﺨﺸﻲ از ﻓﺮاﻳﻨﺪ ﺑﻬﺒﻮد ﻣﺪاوم ﻣﻲ ﺗﻮاﻧﻨﺪ ﺑﺎﺷﻨﺪ.
ﻣﻼﺣﻈﺎﺕ ﺍﺻﻠﯽ ﺩﺭ ﺭﻭﻳﮑﺮﺩ ﺳﻴﺴﺘﻤﯽ ﻫﻮﺷﻴﻦ ﮐﺎﻧﺮﯼ ﺑﻪ ﺷﺮﺡ ﺯﻳﺮ ﻣﯽ ﺑﺎﺷﺪ :
• اﻧﺪازه ﮔﻴﺮي ﺳﻴﺴﺘﻢ ﺳﺎزﻣﺎن ﺑﻪ ﻋﻨﻮان ﻳﻚ ﻛﻞ
• ﺗﻌﻴﻴﻦ اﻫﺪاف اﺻﻠﻲ و ﻫﺴﺘﻪ اي ﺳﺎزﻣﺎن
• درك ﺷﺮاﻳﻂ ﻣﺤﻴﻄﻲ ﻛﻪ ﺳﺎزﻣﺎن در آن ﻓﻌﺎﻟﻴﺖ ﻣﻲ ﻛﻨﺪ
• ﺗﻌﺮﻳﻒ ﻓﺮاﻳﻨﺪ ﻫﺎﻳﻲ ﻛﻪ ﺳﻴﺴﺘﻢ را ﺗﺸﻜﻴﻞ ﻣﻲ دﻫﺪ و ﺗﻌﺮﻳﻒ ﻓﻌﺎﻟﻴﺘﻬﺎ  ،اﻫﺪاف و ﺳﻨﺠﻪ ﻫﺎي آﻧﻬﺎ
• ﺗﻬﻴﻪ ﻣﻨﺎﺑﻊ ﻻزم ﺑﺮاي اﻧﺠﺎم ﻓﻌﺎﻟﻴﺘﻬﺎ ﺟﻬﺖ رﺳﻴﺪن ﺑﻪ اﻫﺪاف ﺳﺎزﻣﺎن

ﺗﻮﺳﻂ :ﻛﺎﻇﻢ اﺳﺪﭘﻮر

What is Hoshin Kanri?
The image most often depicted in U.S. literature on Hoshin Kanri is that of a ship’s compass
distributed to many ships, properly calibrated such that all ships through independent action
arrive at the same destination, individually or as a group, as the requirements of the “voyage”
may require.
Hoshin Kanri is a systems approach to the management of change in critical business processes
using a step-by-step planning, implementation, and review process. Hoshin Kanri improves the
performance of business systems. A business system is a set of coordinated processes that
accomplish the core objectives of the business. For every business system there are measures of
performance and desired levels of performance. Hoshin Kanri provides a planning structure that
will bring selected critical business processes up to the desired level of performance.

Hoshin Kanri is applied at two levels:
The Strategic Planning Strategies—
Business Simulations
The Daily Management Strategies —
Business Operations

Origins…
The origin of Hoshin Kanri can provide insight into its concepts. The term Hoshin is short for
Hoshin Kanri. The word Hoshin can be broken into two parts. The literal translation of ho is
direction. The literal translation of shin is needle, so the word Hoshin could translate into
direction needle or the English equivalent of compass. The word Kanri can also be broken into
two parts. The first part, KAN, translates into control or channeling. The second part, RI,
translates into reason or logic. Taken altogether, Hoshin Kanri means management and control of
the organization's direction needle or focus.

Hoshin = a course, a policy, a plan, an aim

Kanri = administration, management, control, charge of, care for
The most popular English translation of Hoshin is Policy Deployment. Most books by American
authors use Policy Deployment as the name for Hoshin. Other frequently used translations are
'Management By Policy', 'Hoshin Planning', ‘Policy Management’, ‘Managing for Results,’
Strategic Deployment’ and 'Goal Deployment'. No matter what you call it, Hoshin is effective
and helps organizations become more competitive.

Purpose…
The purpose of Hoshin Kanri (or Policy Deployment) is to make it possible to get away from the
status quo and make a major performance improvement by analyzing current problems and
deploying strategies that respond to environmental conditions. Policy Deployment cascades, or
deploys, top management policies and targets down the management hierarchy. At each level,
the policy is translated into policies, targets and actions for the next level down.
With Policy Deployment, top management vision can be translated into a set of coherent,
consistent, understandable and attainable policies and actions that can be applied at all levels of
the company and in all functions of the company. When these actions and policies are applied,
they result in a vision becoming a reality - and major, continual improvement in performance.
At the beginning of the Policy Deployment process, top management sets the overall vision and
the annual high-level policies and targets for the company. At each level moving downward,
managers and employees participate in the definition—from the overall vision and their annual
targets—of the strategy and detailed action plan they will use to attain their targets. They also
define the measures that will be used to demonstrate that they have successfully achieved their
targets. Then, targets, in turn are passed on to the next level down. Each level under top
management is, in turn, involved with the level above it to make sure that its proposed strategy
corresponds to requirements. Regular reviews take place to identify progress and problems, and
to initiate corrective action.
Policy Deployment ensures that everyone in the company is made aware of the overall vision
and targets, and the way that these are translated into specific requirements for their own
behavior and activities.
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Hoshin Kanri can be
b thought of
o as the appplication off Deming's Plan-Do-Ch
P
heck-Act (P
PDCA)
cycle too the managgement proccess. The PD
DCA cycle represents
r
a generic appproach to continual
c
improveement of acctivities andd processes.
IN THE
E 'PLAN' ST
TEP, a plann of action iss developedd to address a problem. Correspond
ding
control points and control paraameters are created. Thhe plan is reeviewed andd agreed.
IN THE
E 'DO' STEP
P, the plan is implemennted.
IN THE
E 'CHECK' STEP, infoormation is collected
c
onn the controol parameterrs. The actual results
are com
mpared to thhe expected results.
IN THE
E 'ACT' STE
EP, the resuults are analyyzed. Causees of any diifferences beetween expected and
actual results
r
are iddentified, diiscussed and
d agreed. Corrective acction is idenntified.
The Plaan-Do-Checck-Act Cyclle is a logicaal sequence for behavioor. PDCA im
mplies that once one
cycle off the sequennce is comppleted with the
t 'ACT' step (in which correctivee action is id
dentified),
the 'PLA
AN' step (inn which a pllan to addreess how corrrective actioon will be ggenerated) of
o the next
cycle shhould be staarted.

Initial Considerations…
The initial considerations in the Hoshin Kanri approach to business system change are as
follows:
Measuring the business system as a whole
Setting core objectives of the business
Understanding the environmental situation in which the
business operates
Defining processes that make up the system, and their
activities, goals, and metrics
Providing resources to perform activities to achieve business
objectives.
The Hoshin Kanri approach aims to ensure that insight and vision are not forgotten and ignored
as soon as planning activities are over. It aims to guarantee that planning documents, once
finalized, are kept alive and acted on daily, and not shelved as soon as they have been completed.
It aims to prevent the daily quota of fire fighting, unplanned 'strategic' meetings, and quarterly
bottom-line pressures taking precedence over the really strategic plans. In the Hoshin Kanri
environment, short-term activities are determined and managed by the plans themselves. There is
a continual process of checking to make sure that what is done each day reflects the intentions,
the targets, and the vision the company has agreed to pursue. Both planning and deployment are
critical features of Hoshin Kanri, hence the term policy deployment.
Hoshin Kanri provides an opportunity to continually improve performance by disseminating and
deploying the vision, direction, targets, and plans of corporate management to top management
and to all employees so that people at all job levels can continually act on the plans, and
evaluate, study, and feed back results as a part of a continual improvement process.
The intention is that, in companies using Hoshin Kanri, everybody is aware of management's
vision, departments don't compete against each other, projects run to successful conclusions,
business is seen as a set of coordinated processes.

