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Past presentation at IMA

1. 2003 IMA conference
Â Egogram makes the Mentoring program more effective

2. 2004 IMA Conference
Â Strategic Mentoring Model ,Utilizing Human 

Performance Improvement/Technology

3. 2005 IMA Conference
Â Reforming Corporate Culture, using Strategic Mentoring 

Model

4. 2006 IMA Conference
Â Key Success Factor for Fixing Mentoring as Workplace              

Culture

5. 2009 IMA Conference
Â Strategic visualization of mentoring activities
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Section 1
What is Mieruka , Strategic Visualization,

and Power of GENBA?
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What is integrated Power of GENBA ?

Â Empowerment faculty and sensibility

in practice, one of local knowledge 

(Dr. Ikeda, Professor of Osaka 

University)

Â Self -reliant problem solving power

(by Mr. Endo, Professor of Waseda 

University)

Â Necessary conditions

Â To be empowered to all members concerned

Â All necessary information is open for all 

members empowered

Â Not just improvement but challenge to 

surpass competitors
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What is Mieruka ?

Â Mieruka is to encourage motivation of Genba as 

thinking tools to find hidden problems by showing 

key indicators and current situation for the solution 

of the problems or further improvement by 

themselves.

Â If each role is clear, Mieruka drives them to improve 

current situation when key indicators are open to 

any party concerned.

Â It helps them prevent the same mistakes in the 

future as all members are expecting to be improved.

©2009 Smart Vision Inc.,Japan. All rights reserved. 6

Mieruka is ôShow and Mentoring model õ !
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Key principles of Toyota way 

Â Maintain the culture of continuous improvement and 
learning by showing key indicators
Â Think why at least 5 times 

Â Is there any room to reduce the seven wastes(Muda) ?

Â Create continuous process flow to unearth problems

Â Satisfy customers and eliminate wastes(Muda)

Â Grow your leaders rather than purchase them from outside

Â Quality first policy

Â Grow together with your suppliers and partners for mutual 
benefit ( Long -Range Partnership )

©2009 Smart Vision Inc.,Japan. All rights reserved.

Basic Toyota Way

Â 4P of Toyota way
Â Long term Philosophy

Â Right Process will produce right results

Â Add value to the organization by developing your People and 

Partner

Â Continuously Solving root Problems drives organizational 

learning

Â The seven wastes(Muda) principle
Â Rework, Over production, conveyance, waiting time, 

inventory, motion of operator or machine, Over processing 

Â 5S principles
Â Sorting, Straighten or set in order, Sweeping and 

shining, Standardized work process, and 
Sustaining the discipline

8©2009 Smart Vision Inc.,Japan. All rights reserved.

http://toyota.jp/index.html
http://lexus.jp/models/ls600h/performance/index.html
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Toyota method
for visualization on site

Â Index card (Kanban) for production
Â Campaign for improvement
Â Claim information can be seen by all members for 

possible improvement
Â Think why five times by themselves to find root 

cause and possible solutions
Â Multi -functional worker training plan
Â Job breakdown sheet
Â Job Instruction evaluation sheet
Â Standardized Work flow 
Â Andon (Sign board)
Â Thank you card
Â Informal circle to achieve target and dream
Â Working life plan for career support  etc.
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Mieruka sample in Toyota
Multi -functional worker training plan

Year
Product

Knowledge
Presentation

Market

Creation

Document

ation

Claim

treatment
Education

Budget

achievement

2005 Ự Ʃ Ʃ ử Ự Ʃ Ự
2006 ử Ự Ự ự ử Ự ử
2007 ự Ự Ự ƨ ự Ự ự
2008 ƨ ử Ự ƨ ƨ ử ƨ

©2009 Smart Vision Inc.,Japan. All rights reserved. 10

Worker training plan for Mr. B in sales dept. is designed as follows, 

and this information is to be open to any party concerned for 

overall support.  Status of achievement will be reviewed every year.

Ʀ no experience, Ự: work alone, ử:work on schedule, ự:work even at emergency, ƨ able to train others
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However, is it possible to find out
root cause and solution by themselves ?

Â Toyota way: Think why five times by

themselves to find out root cause and 

possible solutions

Â However, is it really possible to find out

root cause and solution by themselves ?

Â Then show the real data with thinking 

tools and provide mentoring .

Â Mentoring helps members find out root 

causes and proper solutions by pulling out 

good awareness effectively.

Â Mentoring  is also helpful to find out the 

area giving good impact and help 

manager/mentor find out right key 

indicators properly.
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Integrated Mentoring Model
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5 sharing policy for collaboration

Co-creating and Co-evolving collaboration

Top 
Management

Middle 
Management
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Key indicators samples to be open

Key indicators Expected impact to be open

Essential role and 
responsibility

Essential role and responsibility  for mentor, leader, 
manager, shall be clearly open to all members for them to 
set challenging goal and achieve it under co -creating and 
co-evolving collaboration. 

Vision and value of the  
division

Company vision and value are normally open to all 
employees, however  are divisionõs vision  and valueopen 
to all members for the parties concerned ?

Career path
like ITSS in Japan

It is easy to remind that some key experiences are 
required for certain role or position.

Target of development
in development & 
research group

Foster them to exchange their information and make them 
easy to find partners or team members for collaborations 
and elimination of duplication work.

Target of sales amount
in sales dept. 

It is getting difficult to set too low target and tend to 
become reasonable level. It is good to expedite proper
competition inside the company.

Best samples of CS Very useful as role models of  Customer satisfaction

Standard skill level, 
education plan

Foster them to brush up their skills much more eagerly. 
Helpful to support mentees by any supporters and peers .
Create chances of collaboration ,joint work and networking
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When essential information, key indicators are open to all members, it fosters them to 
set challenging goal and create new opportunities for mutual collaborati on.
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Coaching and Visualization process

Visualization
Mieruka

Awareness
Sense

Responsibility

Plan of

Improvement
Do

Result
and

Impact
Feedback

&

Motivation

Performance 
Coaching 
to draw out
awareness

Performance

Coaching
to foster 

improvement

GROW model

Coaching for

Visualization

to find out new

key indicators

Coaching for

Visualization 

to find out 
new areas 

of good effect

15©2009 Smart Vision Inc.,Japan. All rights reserved.

Management process for visualization

Check
the status of market and 

activities of members

Feedback & Motivate
members to achieve targets

Educate & support 

them for improvement 

and solution

Evaluate
the effects & results

Show
the key indicators and results

to other members too

What kinds of checking points are there

in order to achieve target

Coaching for

performance

Mentoring for

visualization

16©2009 Smart Vision Inc.,Japan. All rights reserved.
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Visualizing the effectiveness of mentoring

Mentee
Protégé)

Mentoring

Instruction,

order

Mentor A

Manager/Leader
Coordinator

Coaching

for visualization

Coaching for 

visualizationReporting

From OJT to OJM/OJL

17©2009 Smart Vision Inc.,Japan. All rights reserved.
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Mentorõs Important role is to 

Â Check the linkage between process/progress to result and 
pull out any awareness in order to improve results.

Analyzing Human Performance, Joe H. Harless

Mentor is

coaching to

mentees.

Behavior or

Action is 

expected.

Individual
accomplishments

/Outputs will

Be achieved.

Business goal

of organization

will be

accomplished
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Standard flow of measuremen t

Reaction
Satisfaction 

Level

Feedback &

Suggestions

Expectation

to future 

program

Learning
Level

Knowledge,

Skill,

Knowhow,

Attitudes

Level 1 Level 2

Behavior

Application
Level

Better feedback,

Better feedforward

Motivation,

Recognition

Rewards,

Commitment,

Empowerment,

Frequent inquiries,

Increase of proposal, 

Results

Business 

impact

Higher market share

Higher Customer 

Satisfaction,

Creation of 

higher Value

Quality improvement,

Better productivity,

Reduction of 

Turnover

Level 3 Level 4

Kirk Patrick

&

Jack Phillips

Measurement

&

Evaluation

level

High output of Level 1 & 2 will not necessarily guarantee 

good results of Level 3 and 4 !

7 checking points 
to improve efficiency of mentoring activities

Level 1: Sympathy level

Level 2: Learning level

Level 2: Confident level

Level 3: Intention level

Level 3: Any chance to use it ?

Level 4: Good impact to others ?

Level 4: Eagerness of improvement

©2009 Smart Vision Inc.,Japan. All rights reserved. 20

1. Preparation of 

text.

2. Exercises 

using

vivid cases.

3. Support of 

survey for Level 

1&2 and linkage 

to level 3&4

Extended service,

support of survey 

for Level 3&4

Mentorõs surveyInstructorõs activities

Find out key 

indicators

for Mieruka,

Foster mentor 

for further

improvement

Managerõs or 

Coordinatorõs support
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Sample measurement
Effectiveness of Mentoring

Â Improvement in Menteeõs Commitment & confidence

Category Unit of measurement
Mentor/

Leader Coordinato r

Agreed with basic idea ?
Rating 1 -5

Time 

increase

Time of communication 
% up % up

Highly motivated by 

mentor ?
Rating 1 -5 Rating 1 -5 Rating1 -5

Situational leadership II ? Rating 1 -5 Rating 1 -5 Rating1 -5

Mentorõs

Leadership

Awareness  through sense 

of Career for the challenge
% up % up % up

Level 3

Behavior

Application

Reaction

and

Understanding
Obtained skill of leadership ? Rating 1 -5

Level 1&2 

Menteeõs commitment up % up % up % upMenteeõs

commitment

and CS level

% up

% up

% up

% up

Awareness among 

Communication/Feed 

back

% up

Increase of customer 

satisfaction level
% up

Level 4

Result

Impact

Menteeõs

Awareness 

Increase

Mentee

/Member

Measurement 

level

©2009 Smart Vision Inc.,Japan. All rights reserved.
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Check whether will or confidence 
are linking to level 3 & 4 or not !

Â Show the link between level1&2 and Level 3&4, and compare 

response from mentor and mentee in total and individually.

Just after

first training

Just after

Second training

Questionnaire

to mentor

4 months after training

Questionnaire

To mentee

4 months after training

Level1 Skill of trainer

4.67 out of  5

Skill of trainer

4.63 out of 5

Level2 New skill 

4.25 out of 5 

New skill    

4.44 out of 5

Mentee Skill improvement 

30.8 up

Mentee Skill improvement

33.6 up

Level3

Will apply 

4.75 out of 5

Will apply

4.63 out of 5

Time increase    25.8

Motivation up by SLII 

44.2 up

Self -reliant       40.8 up

Career mind up   30.8

More challenge 40.0

Time increase      27.3

Motivation up by SLII

54.5 up

Self -reliant          49.1 up

Career mind up 39.1

More challenge 54.5

Level4

Confident 67.5

Better impact

72.5

Confident  55.63

Better impact

53.75

Teamwork 24.5 up

Success ratio up by 

feedback 30.0 up

Customer satisfaction up

25.8 up

Teamwork 41.8 up

Success ratio up by 

feedback 50.9 up

Customer satisfaction up

45.0 up
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Sample visualization of mentoring activities
(Not experienced Mentor, however very good response)

0

1

2

3

4

5

Active listening 

& awareness

Situational 

leadership

Self reliance

Team work

Career 

mentoring

Further 

challenge

Feedback

Accountability

Realiability

Education

Level3 Behavor/Application

MentorB

MenteeD

0

20

40

60

80

100
Success ratio

Increase of 

aggresiveness

Increase of self 

reliance

Increase of 

teamwork

aggressive career 

plan

Further 

challenge

Knowledge and 

skill up

Customer 

satisfaction

Level4 Result/Impact(%)

Mentor B

MenteeD

Level 4 Result/Impact Mentor B MenteeB

Success ratio 20 80

Increase of aggressiveness 50 60

Increase of self reliance 30 70

Increase of teamwork 10 80

aggressive career plan 20 50

Further challenge 20 70

Knowledge and skill up after training 20 90

Customer satisfaction 30 70

Level 3 

Behavior/Application
MentorB MenteeB

Active listening & awareness 2 5

Situational leadership 4 4

Self reliance 3 3

Team work 1 4

Career mentoring 2 3

Further challenge 3 4

Feedback 1 4

Accountability 3 4

Reliability 3 4

Education 4 5
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Section 2

Sample of Strategic 

Visualization of Mentoring
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Group discussion: Case1
Engineer  reluctant to become mentor

Â There is a System engineer who is reluctant to become mentor 

in System integrator A.  He is thinking that it is much better to 

do himself  rather than asking somebody else with poor skill, as 

OJT becomes complicated.  How do you motivate this engineer 

to become mentor for his future career ?

Â Key motivation you will use is é..

Â Time :  5 minutes

©2009 Smart Vision Inc.,Japan. All rights reserved. 25

©2009 Smart Vision Inc.,Japan. All rights reserved. 26

Show the Career path sample
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