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A way to align the team with uncompromising focus on 

the critical few breakthrough objectives that are beyond 

the elements required to run the business.

It is a process we use to translate our vision into short-

term goals (3-5 key breakthrough objectives), assign 

responsibility, allocate resources and measure the 

progress (1 year plan).

Hoshin Planning should start from the top of the 

organisation and cascades down to the point of impact.

Synonyms: Hoshin Planning, Policy Deployment, Strategy 

Deployment

What is it?
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Daily Management vs. Hoshin Kanri

Hoshin KanriDaily Management

Focus on critical few strategic 
breakthrough priorities (above Budget)

Define and implement best in class 
strategic processes and go the extra 

mile to outperform competition

Measure and action 
aggressive/stretched targets, which 

force you to think differently

Commitment to deliver Budget

“The health of the business”

Manage and incrementally 
improve current business 

processes to maintain the status 
quo (and keep up with 

competition)

Measure and action Key 
Performance Indicators (KPIs)

“AND” = High Performance Culture

AND

AND

AND
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The Hoshin Kanri Planning Cycle

Establish Organisational
Vision-Mission-Values

Strategy
(3-5 years)

Align on
Strategic

Break-
throughs

Define
Annual

Objectives

Define Annual
Improvement

Priorities

Define 
Targets to 
Improve

Create an 
Action Plan

& implement

Annual
Review

Assign
“Black Dot”

owners
& cascade
to point of 

impact

Monthly
Review & 
problem 
solving
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1. WHAT?
Breakthrough Thinking

3. HOW?
Identify Key Processes To 

Improve

4. HOW MUCH / WHEN?
Determine Measures & Timing

5. WHO?
Identify Key 

Resources & Deploy

2. HOW 

FAR?
Annual Break 

through 

Objectives

X-matrix 5 steps
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AfrSCM example
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Breakthrough objectives are outcomes of our Strategy

1. WHAT?
Breakthrough Thinking

1. What?

• Should link directly to 

corporate strategy

• Significant benefit in 

growth, quality, delivery, 

cash or cost

• Customer value focused

• Provide significant 

competitive advantage

• Require multi-functional 

involvement

• Defined as a gap 

(baseline performance is 

from … to …. )

X-matrix 5 steps
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1- what? 

AfrSCM example
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1. WHAT?
Breakthrough Thinking

Break the 3-5 year objectives into annual objectives 

2. HOW 

FAR?
Annual Break 

through 

Objectives

How far this year?

1. Copy text from 3-5 objective

2. Realistic aggressive goal (e.g. 30-50% to create a quick 

start)

3. Is it stretched enough?

4. Is it “strain”?

5. Does it create competitive advantage?

6. Does it create significant operating improvement?

7. Defined as a gap (baseline performance from … to …. )

X-matrix 5 steps
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2- how far this year? 

AfrSCM example
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X-matrix 5 steps

1. WHAT?
Breakthrough Thinking

2. HOW 

FAR?
Annual Break 

through 

Objectives

3. HOW?
Identify Key Processes To 

Improve

Annual Improvement Priorities; which processes are critical to

improve  to drive and eventually achieve the Annual Objectives? 

3 How?

• Which key processes drive the performance 

needle with the greatest impact?

• Ask 5 Whys and identify root causes; use 

problem solving to find ways to bridge the gap

• Will it lead to a sustainable results oriented 

process?

• Does it begin with an action verb (e.g. reduce, 

increase, … ) and does it contain the word 

“process” or “capability”, etc.

• Need iterations (catch ball); will change as a 

result of action plans

• Examples:

• Optimise result and allocation of investments by 

establishing a portfolio management capability

• Deliver and align on growth strategy for new 

markets and new business models
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3- how in the next months?

AfrSCM example
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1. WHAT?
Breakthrough Thinking

2. HOW 

FAR?
Annual Break 

through 

Objectives

3. HOW?
Identify Key Processes To 

Improve

“If you’re not keeping score, it is just practice” – Vince Lombardi

4. How much and by When? 

• How will we measure progress?

• TTIs are required to measure the 

effectiveness of each improvement 

priority

• Use both leading and lagging indicators

• Can it be broken down into monthly 

increments

• Format is “from x to y by date z”

• Need Jump Off Point (JOP = baseline)

• TTIs should exceed Budget targets

• No straight line (must reflect impact of 

AP actions)

• Need iterations (catch ball); will change 

as a result of action plans

4. HOW MUCH / WHEN?
Determine Measures & Timing

X-matrix 5 steps
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4- how much and when?

AfrSCM example
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X-matrix 5 steps

1. WHAT?
Breakthrough Thinking

2. HOW 

FAR?
Annual Break 

through 

Objectives

3. HOW?
Identify Key Processes To 

Improve

4. HOW MUCH / WHEN?
Determine Measures & Timing

5. Who?

• A cross functional team 

that will deliver AIP

• Identify primary and 

secondary resources for 

based on ability to impact

• Needs one clear owner

• Resources, appropriate, 

adequate, available, 

accountable

• Cross functional team that 

will review monthly

• Review balancing within 

the team

5. WHO?
Identify Key 

Resources & Deploy

Black dot connects and denotes ownership
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5- who? AfrSCM example
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AfrSCM example



What Questions Do You Have?
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