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nowledge = management
can be seen in daily busi-
ness operations, opera-

tional excellence programs, pro-
cess improvement programs,
communication management,
change management, and in
Shingo Guiding Principles as just
examples of how knowledge
management practices
support a business. Un-

derstanding what infor-
mation conveys is
knowledge and
how the infor-
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three to address knowledge man-
agement practices as they sup-
port the Shingo guiding principles
while focusing on continuous im-
provement.

Introduction to the
Shingo Guiding
Principles

Shingo
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mation is
han-
dled

as it
applies
to different
parts of the
business is
knowledge  man-
agement. The first
article addressed two

guiding principles as cul-
tural enablers, respect every
individual and lead with humanity.
This is the second in a series of

Seek Perfection ®* Embrace ScientificThinking ® Focus on Process

GUIDING
PRINCIPLES

Guid-
ing Prin-
ciples
(image on the
side) are "the ba-
sis for building a sus-
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tainable culture of organizational
excellence" categorized into three
subsections of cultural enablers,
continuous improvement, and en-
terprise alignment (Shingo Insti-
tute, 2020).

Per the Shingo Model, there
are ten guiding principles:

=Respect every individual
sLead with humility
«Seek perfection
sEmbrace scientific thinking
sFocus on process
sAssure quality at the source
sImprove flow and pull

*Think systemically

«Create constancy of

purpose
«Create value for the
customer (Shingo Insti-
tute, 2021)

As stated in the beginning of
this article, the practice of
knowledge management supports
the focus of Shingo’s Guiding
Principles. .
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The continuous improvement subsection of the ten
guiding principles contains assure quality at the
source, improve flow and pull, seek perfection, em-
brace scientific thinking, and focus on process. The
following will connect knowledge management and
how it can support attaining the Shingo Guiding Princi-
ple as defined

Shingo Guiding Principle: Assure Quality at the
Source

Assure quality at the source is defined as:

Perfect quality can only be achieved when every
element of work is done right the first time. If an error
should occur, it must be detected and corrected at the
point and time of its creation. (Shingo Institute, 2021).

The definition of quality is subjective in that it can
be based on the industry in which it is used (ASQ,
2021); however, per the Merriam-Webster dictionary,
quality is defined, among many definitions, as “degree
of excellence” (Merriam-Webster, 2021). Quality re-
quires a team effort and there are a plethora of quality
books and quality-specific education at the fingertips
of businesses. Some businesses have also made the
investment to become ISO 9001-2015-certified, so
their quality management system was validated. Suf-
fice to say, quality is an important aspect to a success-
ful business.

The importance of knowledge management in a
quality organization is seen as part of the Malcolm
Baldrige criteria in Section 4.2, Information and
Knowledge Management where building and manag-
ing organizational knowledge assets and ensuring
quality and availability of data and information is to
support efficiency and effectiveness and stimulate in-
novation in an organization (NIST, 2021). Consider
when a customer has to repeat some-
thing several times because the product
they receive is incorrect. The organiza-
tion has the knowledge of what the cus-
tomer wants, but when it is not managed
properly, quality suffers.

Knowledge management can support
assuring quality at the source by ensur-

focus alongside quality, safety, and value with
knowledge excellence specifically identified in one
company as part of the basis of their program/strategy.
When managing the quality of a service or a manufac-
tured product, quality is part of the overall customer
expectation. Knowledge can be shared to ensure cre-
ating the product or the delivery of the service is done
in accordance with the approved process. When there
is not a formal process, the organization should en-
sure a process is created with the tacit knowledge of
the team and the explicit knowledge available.

Shingo Guiding Principle: Improve Flow and Pull

Improve flow and pull is defined as:

Value for customers is maximized when it is creat-
ed in response to real demand and a continuous and
uninterrupted flow. Although one-piece flow is the ide-
al, often demand is distorted between and within or-
ganizations. Waste is anything that disrupts the contin-
uous flow of value. (Shingo Institute, 2021)

Waste is seen as fitting into eight categories: de-
fects, overproduction, waiting, non-utilized talent,
transportation, inventory, motion, and extra pro-
cessing. Knowledge management practices can ad-
dress each waste to bring the process from wasteful to
non-wasteful. For instance, waiting causes delays and
may cause missed deadlines and decrease an organi-
zation’s forward momentum (Young, 2020). Another
example is with the waste of inventory. If organizations
examine their supply history, they will gain knowledge
of previous purchasing patterns which help to more
accurately determine when they will need to order a
new part or product again rather than pay for addition-
al warehousing (Young, 2020).

‘ ‘ When organizations reduce

waste, they can lower their
costs which can be then

ing knowledge is shared by the source  pPASSed on to their customers as re-

appropriately throughout the organiza-
tion. Nae and Severin (2018) re-
searched performance management
models for third part
logistics companies
and identified one
that knowledge management as a
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duced costs which adds value to

using them as the vendor.
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Shingo Guiding Principle: Seek
Perfection

Seek perfection is defined as:

Perfection is an aspiration not
likely to be achieved but the pur-
suit of which creates a mindset
and culture of continuous im-
provement. The realization of
what is possible is only limited by
the paradigms through which we
see and understand the world.
(Shingo Institute, 2021)

Seeking perfection is a goal
that sometimes results in late sub-
mission of work or extra pro-
cessing, previously noted as one
of the eight wastes. When perfec-
tion is sought, there is the possi-
bility of “analysis paralysis” seen
when an organization wants to
examine every aspect so much it
prevents a decision being made.

Knowledge management shar-
ing can support an organization to
get around this unnecessary de-
lay. By sharing knowledge, oth-
ers can weigh in and provide
educated recommenda-
tions to meet time con-
straints and therefore,
avoid being paralyzed
by the fear of the
decision outcome.

DEeCoOmes

knowledge
{/—_'D

Through a
literature
review given meaning
about becomes
lean
imple- ﬁ
gwven conlext,

becomes

mentation in healthcare, Polinska
(2010) determined that it was cru-
cial that knowledge sharing oc-
curs between those using lean in

healthcare settings to learn from
both mistakes and successes.
While seeking perfection is a de-
sired outcome from a continuous
improvement event, building the
culture of continuous improve-
ment and personnel development
should be supported (Polinska,
2010). Personnel development
occurs through such leadership
skills of leading with humility,
mentorship, and focusing on the
process which can be taught us-
ing process mapping which is a
tool used in many practices to in-
clude knowledge management.

Shingo Guiding Principle: Em-
brace Scientific Thinking

Embrace scientific thinking is
defined as:

Innovation and improvement
are the consequence of repeated
cycles of experimentation, direct
observation and learning. A re-
lentless and systematic explora-
tion of new ideas, including fail-

In a review of knowledge
management as used in higher
education, Laal (2011) cites
knowledge as created, captured,
shared, and even leveraged to
support higher education. Scien-
tific thinking is taught and used in
higher education with the intent to
help prepare the new generations
with literacy of scientific thinking
(Laal, 2011). This practice of edu-
cating students using scientific
thinking is supported by the prac-
tice of knowledge management.

Thinking scientifically involves
the understanding and application
of the facts involved in the pro-
cesses while being able to make
observations and be able to con-
vert data to become information to
become knowledge and eventual-
ly become wisdom. This process
is conveyed in the data-
information-knowledge-wisdom
(DIKW) pyramid (Figure below) .

* understanding, integrated,

actionable

fi) wisdom

given insight,

information

data

ures, enables us to constantly re-
fine our understanding of reality.
(Shingo Institute, 2021)
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* contextual, synthesized,
learning

« useful, organised,

structured

* signals, know-
nothing
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and is an example of the conversion of explicit
knowledge, knowledge gained through written docu-
mentation, to become tacit knowledge, or knowledge
gained through experiences. Nonaka (1994) intro-
duced the four modes of knowledge creation that intro-
duced the complete spiral of theory of dynamic
knowledge creation which brings tacit knowledge back
to explicit knowledge

Using the DIKW pyramid and the theory of dynamic
knowledge creation, scientific thinking is supported.

Shingo Guiding Principle: Focus on Process

Focus on process is defined as:

All outcomes are the consequence of a process. It
is nearly impossible for even good
people to consistently produce
ideal results with a poor process
both inside and outside the organ-
ization

There is natural tendency to
blame the people involved when
something goes wrong or is less
than ideal, when in reality the vast
majority of the time the issue is
rooted in an imperfect process,
not the people. (Shingo Institute,
2021)

Blackman and Henderson (2005) identify a
knowledge management system (KMS) as a process
and stated that a KMS is any managed process as-
sumed to lead to the creation, acquisition, storage,
access or transfer of effective knowledge. KMSs sup-
port processes and as mentioned earlier in seek per-
fection, continual process improvement requires
knowledge sharing. However, when you disseminate
the knowledge that comes out of a focused process,
you can refine the process to aid in the ability to seek
perfection without the analysis paralysis.

Knowledge management is comprised the three
elements of people, technology, and processes
(Edwards, 2009). When an organization focuses on a
process, and support it with trained personnel and the
technology, there is an expectation that the desired
end state of the process will be met. A tool commonly
used in organizations, process improvement, and as a
tool used in the practice of knowledge management is
a process map. Process mapping supports a visual
understanding of a process from
start to finish but is also a learning
tool for an organization since, in
theory, an employee can pick up
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the process map and complete the process inde-
pendently. All of this supports focus on process
through knowledge management.

Conclusion

In summary, knowledge management practices
support the continuous improvement subsection of the
ten guiding principles which are: assure quality at the
source, improve flow and pull, seek perfection, em-
brace scientific thinking, and focus on process.

Management of knowledge can take many forms
such as creation, conversion, sharing, or more. What

‘ Whether used to ensure quality re-
quirements are met, wastes are de-
creased or gotten rid of altogether,

or different departments support process
improvement initiatives, knowledge is

managed.

should not be overlooked is that everyone can use
knowledge to support their part of the big of business’s
big picture.
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