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(1) What is Management by Policy (MBP)?

Management by Policy is defined as:

All of the activities carried out by a company
to systematically achieve an annual business
policy or a medium- to long-term business
plan established as a means to achieve
business objectives.

(2) Procedure for Management by Policy

In Management by Policy, it is important to rotate the
PDCA cycle faithfully and effectively.

P: Plan policy (Plan)
D: Implement the policy as planned (Do)
C: Check differences between plan and results (Check)

A: If the target has not been achieved, identify the
causes for this, and then correct the plan and review
measures for systematic improvement. (Act)

MBP Flowchart

= . Divisio
Hiip | Department manager | Section manager

Deploy policy

ment

Imple

Identify/check




(2) Mechanism of Daily Management
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(2) Structure of Cross-Functional Management
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Case study on Management by Policy
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Case Study for Policy Deployment

Form 1) lant manager's policy D prepared. Mo Dayvew
y i cepared by: Sales eadgharers Manager

Task for Highorrlevel annul policy for . yoar | Tareet
previous vear s acivties S
1) Targets for sales, profin. and mumber | To achieve the mediurtern: Sales: ¥12 bl
of quality comints ot achieved | Program, establih & sales i
system einphasizing the probt _[Busimess cavonmont prospeciive
i and sales actvities i order o .year
o reduce quality complainis. | Competiton is inensified in ezch aca

2) Profit was only 0% of the target:
Numbsr of quality complaints was
X

Number ot quality
complains: less than 60

Tareer | o n e ol o] Corral | Person | Time
No. Policy e | Vo Priority measures. Targe calae) [ Comrot i | el || Feren, | Time
To achiove the corporate (Gstablil a systematic sales | Salcs of East Salcs | Monthl
sales arget. deploy  sales siructure for construction epariment: cumilative | .y,
U |strategy thar emphasizes | ¥12 Pl | 1) [ oachines i the Eastarea 57 bl ales B
constcuction machines
Consider s reorgantzation of | Sales of West | Monthly
les offices and i |8 cumulative | 500
12 e West acea ¥5'bil Sales =
by Make sl Profiratio: % | Mot
viewing ¥500mill.| 2:1 [etTicient trough a direct. somil |cunave | 3%
distribution systems. sales systen in the Esst arca profit raiio
g Number of
ctficient by rationalizing project ot
22 Liistributon snd sles mectings | 2men®
channels
ity Analyzs complsinis due ta | Nomber of Number of
3 [compiaints by anaty, Less than | 3 1 [sales complaints dueta [complaints | More
<omplaint inforrmatio L) sales collosed | than 200
Less than 20

Prepared by 11 IWASAKT

_14_

Case Study for Policy Deployment

Form 2): Department manager's policy Date prepared: Month/Day/Year
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Case Study

[Context 1]: You serve as one of the following at the
Osaka Branch of AOTS Corp., an office
equipment manufacturer.

1. Branch Manager

2. First Sales Section Manager
(responsible for the North area)

3. Second Sales Section Manager
(responsible for the South area)

4. After-Sale Service Section Manager
5. Administration Section Manager




[Context 2]: AOTS Corp. is an office equipment Last year’s problems:
manufacturer that makes conference desks, . Poor in collecting market information, and tended to be slow in
computer desks, partition boards, computer response to the market
chairs, lockers for documents, etc. Slow in launching a new product to the market; ended up being
a follower of the competitors
. Inadequate efforts to follow up inquiries; slow in submitting
quotations

N

[%)

The organization outline is as follows:

4. Sales of important products with a high profit rate insufficient

CEO 5. Poor in following competitors’ sales strategies; presentations to
a customer’s key player were not sufficiently well done
[ ] 6. Sales promotion materials such as brochures were not
‘Development Manager| R ‘ [ e sufficiently prepared; slow response to customer requirements
} 7. Occupied with after-sale service due to the insufficient
i vt ++4 General Manager for -« c;“*nmmmn B identification of market complaints
Tokyo Branch sakalBranch Fukuoka Branch @ o s s
o : - 8. Discussion in sales meetings was only focused on what has
e S p—. ARSIz been done and not used to formulate strategic means for future.
** Sectio e Section Manager ~ Section Manager Section M

[Context 3]: The Osaka Branch’s operating results for last year were Sales Headquarters Manager’s POhCy for This Year

good for computer-related products. However, they
were poor for office fixtures such as bookshelves,
conference desks, partition boards, and lockers. It had
an 18% share of the market in the Osaka area.

Last year, its operating results were as follows: Target: Sales : ¥150 bill. (across the company)

Accurately identify customers’ needs which tend to be diversified, and boost
sales of new products. Promote community-based, process-oriented sales
activities.

Sales target Actual sales  Achievement rate N . (including ¥30 bill. in new products)
: n - " Profit: ¥18 bill. (across the company)
First Sales Section ¥23 bill. ¥20 bill. 87% Profit ratio: 12% (18% for new products)
Second Sales Section ¥16 bill. ¥17 bill. 106% Share: 25% or greater
Osaka Branch ¥39 bill. ¥37 bill. 95%
Priority means:

Profit target Actual profit  Achievement rate 1. Look for potential customers by a thorough investigation into competitors”
First Sales Section ¥2 bill. ¥1.7 bill. 85% Hmoves
Second Sales Section ¥1.4 bill. ¥0.7 bill. 50% 2. Institute exhaustive process control such as thorough control of the
Osaka Branch ¥3.4 bill. 2.4 bill. 70% treatment of inquiries

3. Secure profits by raising the new product sales rate
4. Thoroughly prevent deficiency recurrence by analyzing market complaints

5 FEH

Sales of new products

Sales target Actual sales  Achicvement rate D <Y ]iiﬁ‘]‘%‘ﬁ ij] % By \'C%Tﬁﬁ é s l_ﬁjg@
First Sales Section ¥2.8 bill. 7 bill. 61% N
Second Sales Section|  ¥12 bl ¥08 ol 67% FESL L FDNEZERTAT-OO R AL MO
Osaka Branch ¥4.0 bill. ¥2.5 bill. 63% s - N . . - > .
EEGT L BMAEAEHTHD. 2D XD RS &
Number of market Number of e * o YT - . n
un;o::—pqai?lltzr ° custlcl)nx:le?'; :oé‘fi‘;d D f: ?ﬁﬁh%%ﬁk 73\ Ii% j: '_:Jélj)'ﬁ D ﬂ% ? ‘:H?‘ &\_ 35 ba gi j E:
Target Actual Target Actual g 73: g% k fJ: Z)
First Sales Section 50 75 50 70 o R .
Second Sales Section 50 45 40 40 JL;‘%(]){Z'SH% Z_ T < 0) \jX: = ]\ Davi 7(2 &j: r &) k
Osaka Branch 100 120 90 110
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Last year’s sales target and actual result for each product line %E‘i’é‘ AT=DIZiX s /l\f_L H H’T;ﬁﬂrﬁkﬁﬁ et Hﬂ 4] ;{ﬁﬂi 7?;: i
First Sales | Second Sales T (0,1, Branch T b, HHEI THIATT T B0 % < o
] T A DO TEIEL, T ORRERE L TR
Compuerchalr | Twest] %0 5 160 WEREH A~ EH L T HMBEREHBRLERDTH
Conference desk Target 30 25 55 Z)
Actual 20 15 33
e 1 3 i REEE— LB X DHMEDOBFRICBWNT, Zfi7”fl D
Bosishelf Locker | Taget] 22 7 5 =7 F DEH > R A —RE LB % -
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