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SUMMARY 

In order  t o  make an appropr ia te  and r a t iona l i zed  dec i s ion  of a c t i o n  i n  

t h e  management and i n d u s t r i a l  engineering f i e l d ,  t h e  necessary condi t ions  

a r e  t o  e s t a b l i s h  a view of va lue  (= d i r e c t i o n  of va lue)  a n d  a plane of 

behavior i n  which b e h a v i o r ~ l  ac t ions  a r e  ca r r i ed  out .  This  paper r evea l s .  

( 1 )  The easy and quick method t o  e s t a b l i s h  a d i r e c t i o n  of va lue  and a 

plane of behavior  "On paper". 

( 2) The behavioral  judgement/action mechanism which is caused by "Inf omat ion of 

d i f f e rence  by comparison" a,nd d i r e c t i o n  of value.  

In t roduc t ion  

Fami l ia r  example of behavioral  ac t ion .  

How t o  e s t a b l i s h  "purpose means block diagram" on a paper. 

Mechanism of management and behavioral  ac t ion .  

Persuas ive  f o r e c a s t  

Kethod t o  ca tch  " the  information of d i f fe rence"  with ease. 

Example of "puryose-means block dia,gramU 

Signi f icance  of t h i s  methcd. 

Conclusion 



1. In t roduct ion  

Purpose of t h i s  Faper i s  t o  in t roduce  a ana l ized  mechanism and elements 

contained i n  a r a t i o n a l  behavioral  a c t i o n  t o  ob ta in  something and t h e  s e v e r a l  

techniques which have been developed f o r  p r a c t i c a l  use. 

I t  can be s a f e l y  s a i d  t h a t  r a t i o n a l  management is  t o  accomplish ob jec t ive  

r e s u l t s  by combining and opera t ing  var ious  elemenbwhich a r e  obta inable  f o r  

management ( the  elements a r e  such as people, m a t e r i a l ,  money, time, technique 

and informat ion) ,  s o  t h a t  i t  can g ive  utmost e f f e c t .  

I t  needs sca rece ly  be sa id  t h a t  i n  o rde r  t o  opera te  these  elements,  t o  

judge and make an a c t i o n  r a t i o n a l l y  is very important.  

I n  c rde r  t o  judge and make an ac t ion  r a t i o n a l l y ,  t h i s  paper a n a l y t i c a l l y  

r evea l s  the  " s i x  condit ions" and summarizes the  e s s e n t i a l  po in t s  of arrang- 

i n g  the  technique. 

Namely, I have (1) t r i e d  t o  desc r ibe  i n  the  mechanism of judgement and 

a c t i o n  being casua l ly  taken r o u t i n e l y ,  t h a t  t h e  o r i g i n a t i o n  of judgement and 

a c t i o n  l i e s  i n  the  information of d i f f e r e n c e  by comparison, ( 2 )  then explained 

i n  d e t a i l  t o  grab and i l l u s t r a t e  the  d i r e c t i o n  of man's va lue  by c o l l a t i n g  

h i s  judgement & a c t i o n  with the  information of d i f f e r e n c e ,  ( 3) and f i n a l l y  

described the  technique and the  way of thinking i n  the  case  of applying t h e  

sa.id idea. t o  management. 

2 .  Fami l ia r  example of behavioral  a c t i o n  

Suppose t h e r e  a r e  before your eyes ,  two " j e l l y  doughnuts" which a r e  

j u s t  t he  same i n  t h e i r  appearance. You'd h e s i t a t e  f o r  a moment on which one 

you'd choose. Then, i n  your imagination, yould make a comparison between the  

two a s  t o  which has t h e  most f i l l i n g  and then decide.  Thus y o u ' l l  r e a l i z e  

t h a t  when you make some judgement o r  a ,ct ion,  you do so  a f t e r  you have acquired 

some appropr ia te  "information of d i f fe rence" .  



Namely, even i f  you change your way of viewing o r  th inking  toward 

s u b j e c t  mat te r ,  y o u ' l l  be fo reve r  h e s i t a n t a n t  t o  reach f o r  e i t h e r  one un le s s  

you acqui re  t h e  "information of d i f f e r e n c e  by comparison". 

And a t  t h e  same t i m e ,  whether you choose the  one with more j e l l y  o r  

t h e  one wi th  l e s s  j e l l y ,  depends upon your d i r e c t i o n  of purpose and means 

( h e r e a f t e r  c a l l e d  d i r e c t i o n  of t r u e  na tu re  o r  d i r e c t i o n  of va lue ) ,  jugement 

w i l l  be made a f t e r  t he  d i r e c t i o n  of e i t h e r  e a t i n g  more o r  l e s s  sweets f o r  the  

sake  of h e a l t h  has  been c o l l a t e d  with the  information of d i f f e rence .  I n  

another  word, those who have sweet t oo th  and a r e  hea l thy  enough t o  take  

sweets w i l l  choose doughnuts t h a t  seems t o  have more j e l l y  i n  i t ,  and those 

who have no sweet t oo th  & ill h e a l t h  w i l l  choose t h e  one t h a t  seems t o  have 

less j e l l y  i n  i t .  Thus, as you search  f o r  t he  mechanism of jugement and 

a c t i o n  out  of t h e  casual  judgement and a c t i o n  you rou t ine ly  make, y o u ' l l  

r e a l i z e  t h a t  t h e r e  must be s t e p s  of e s t a b l i s h i n g  t h e  information of d i f f e rence  

before  you make judgement o r  ac t ion .  

And a l s o  y o u ' l l  r e a l i z e  t h a t  t h e r e  is  no way t o  obta in  t h e  information 

of d i f f e rence  o t h e r  than t h ru  comparison, and i n  order  t o  make comparison 

t h e r e  must be e i t h e r  more than two p lans  t o  be compared o r  one p lan  and standard 

t o  be compared. 

I n  another  express ion ,  we can say t h a t  the  mechanism & d i r e c t i o n  with 

which we r o u t i n e l y  make common judgement and a c t i o n  is based on the  informa- 

t i o n  of d i f f e r e n c e  a v a i l a b l e ,  and a t  the  same time when the  information of 

d i f f e r e n c e  is  accorded wi th  the  d i r e c t i o n  of t r u e  na tu re  of man who makes 

judgement, t h e  d i r e c t i o n  moves towards the  same d i r e c t i o n  of the information 

of d i f f e rence ,  and when t h e  information of d i f f e r e n c e  is contrary t o  t h e  

d i r e c t i o n  of t r u e  n a t u r e  of man who makes judgement, v i c e  verse.  

Namely, when we have something t o  do, i n  o rde r  t o  make i t  easy i n  terms 

of judgement and a c t i o n ,  i t  is a b a s i s  t o  t r y  t o  bring a t  l e a s t  "d i r ec t ion  



of information of d i f ference  (vector)"  on the same l i n e  with "di rec t ion of 

t r u e  nature of man who makes judgement and ac t ion (vector)" even i f  they a r e  

p lus  o r  minus, and we can have a new understanding t h a t  the  " in fomat ion  of 

difference" which goes crosswise with the d i r e c t i o n  of t r u e  nature ,  doesn ' t  

mean anything at  a l l .  

3 .  How t o  e s t a b l i s h  "purpose-means block diagram" on a paper 

Suppose we a r e  required t o  do some task o r  decide t o  do i t  f o r  ourselves 

we know t h a t  i f  we t r y  t o  grab the  content  of the task  t o  some c e r t a i n  degree 

i n  an abs t rac ted  expression, i t  is easy t o  judge and a c t  properly. I n  the  

event t h a t  severa l  of us g e t  together,  however, we f ind  i t  no t  so easy, t o  

summarize the accorded opinion i n  t h i s  abs t rac ted  expression even i f  what 

we have i n  our minds is  same. 

The concrete example is,  when we have a meeting, we f i n d  i t  not  easy t o  

determine a main sub jec t  o r  f o c a l  point  of the meeting. I n  such a case I ' d  

l i k e  t o  express here f i r s t  of a l l  the way which enables us t o  summarize 

various opinions and expression very quickly, and thus lead us  t o  f i n d  a 

proper expression which should be the main subject  of meeting. Then I ' d  l i k e  

t o  explain about the  r e l a t i o n  of t r u  nature  with judgement and ac t ion.  

1. A t  f i r s t ,  a subject  is  presented, which is t o  be given o r  t o  

determine f o r  ourselves,  and which may be expressed e i t h e r  i n  

noun o r  phrase. 

2. Then we t r y  t o  make severa l  expressions mainly by using verb and 

noun, and modifiers i f  necessary, of the  most appropriate and 

concrete ac t ion  intended i n  the subject  i n  form of "in b r i e f  

t o  do sow.  



Write on a paper  as many verbs  and nouns shown i n  t h e  form of 

" to  do so" as poss ib l e  u n t i l  we can th ink  of no more. 

Cut each expression t o  a p iece  of paper so  t h a t  i t  can be 

independent. 

Put  these  cut-off expression i n  such o r d e r  as t o  make " in  o rde r  to" 

come before  "how to" ,  fo l lowing is the  way t o  put  i t  i n t o  p r a c t i c e .  

A t  f i r s t ,  p lace  on the  desk two p ieces  which a r e  chosen a t  random 

and then put  them i n  such way as t o  p lace  " in  o rde r  t o  do A " ,  

" t o  do B" i n  a o rde r  of A up a n d  B down. Then compare the  nex t  

"cut-off expression" with t h e  one which has previously been placed 

on t h e  desk and decide which comes before.  Keep repea t ing  t h i s  

a c t i o n  u n t i l  a l l  of those cut-off expressions can be placed i n  such 

orde r  y e t  comprehensive ways i n  t he  o r d e r  of top-down sequence 

" i n  o r d e r  t o  do A ,  t o  do R , "  " i n  o rde r  t c  do B, t o  do Cv " i n  

o rde r  t o  do C ,  t o  do Dn ...... 
A t  t h i s  time, t h e r e  might be the  case which some expressions can 

no t  be i n  o rde r  of up t o  down sense with any reason. I n  t h i s  case 

you w i l l  f i x  t h e  expression i n  s i d e  by s i d e  and keep them i n  t h e  

o rde r  of top-down sense  with another  expressions.  

When a l l  of these  cut-off expression have been properly placed,  

take  a second look t o  s e e  i f  the re  is any expression missing o r  

need of a d d i t i o n  and co r rec t ion .  

Then f i x  them wi th  t r anspa ren t  adhesive tape on a paper. 

Observing these  expressions,  try t o  f i n d  the  most appropr ia te  

expression as an expression of subjec t .  We usua l ly  f i n d  the  

appropr i a t e  expression i n  t h e  middle p a r t  of them, which we c a l l  

" ~ u b - t i t l e ~ ~ .   h his s u b - t i t l e  expression is  t h e  expression of 

plane of behavior.)  



Note: Since the most important point of the above is the phrase of 

I repeating "in brief in order to do A ,  to do Bw "in brief in 

I. order to do B, to do C v ,  it is the must to stick to the rule. 

The above is the way to prepare the "purpose-means block diagram1' 

and the established key expression in the sub-title as the level of behavioral 

action to materialize the subject most appropriately. 

So, if we work out a subtitle at the beginning of a meeting or at the 

stage (~hase) where we prepare to solve problem, we'll find the rest of the 

work can be carried out unbelievably faster than we expect. Since the level 

of expression of subtitle starts acting with both expressions that come 

before (up ward) and after (down ward) the subtitle, it will frame the 

key behavioral level which enables us to establish a subject effectively 

and efficiently. Let's call the line of these expressions arranged in this 

way as "purpose-means block diagramw or "abstracted ladder1'. 

Now, the "abstracted ladder1' regarding two people described in the 

example of "doughnut1' is shown on the figure (1) below. 

Figure 1 

In order to ,p 1 stay heal thy 1 
How to 

When we see the figure 1, we'll come to realize the abstracted ladder 

itself is the vector which the direction of the true nature of the man who 

makes judgement. In another word, giving order to the purpose and means 

involved in the "abstracted ladderw is the very expression to show the 

"direction of value" of the man who makes judgement. 



Then the "abstracted ladder" w i l l  be applied on the  sub jec t  ca l l ed  " t o  do 

management" a s  shown on the  f i g u r e  2. 

4. Mechanism of management and behavioral ac t ion  

I ' v e  described i n  the  previous chapter  the way t o  prepare the "purpose- 

means block diagram" and the  p r a c t i c a l  examples made t o  the theme of t h i s  

paper i t s e l f  have l e d  me i n t o  preparing the  "purpose-means block diagram" 

a s  shown i n  the  F ig  2.  I n  t h i s  block diagram y o u ' l l  note t h a t  the s u b t i t l e  

as "abstracted ladderw is shown on the  l eve l  of connection between the  

expression of l e v e l  which emphasizes the upper abs t rac t ive  s i d e  and the 

ona which emphasizes the  lower p r a c t i c a l  s ide ,  namely, the expression of 

l e v e l  within the  frame with th ick  l i n e  is  the  s u b t i t l e .  

By explaining the  contents  of the  s u b t i t l e ,  I ' l l  show you how the  

judgement and ac t ion  should be i n  the  maagement. Let me begin by explain- 

i n g  the block on the  l e f t  s ide  of the l e v e l  of s u b t i t l e .  F i r s t  of a l l ,  t he  

block No. 1 shows t o  prepare the  purpose-means block diagram t o  c l e a r  the  

d i r e c t i o n  of value which has so  f a r  been explained, f o r  subject  of manage- 

ment. Then No. 2 thru  No. 6 descr ibe  the condit ions of necessary elements 

t o  make "information on differencew t o  be co l l a ted  with d i rec t ion  of value. 

Namely, block No. 2 suggests t o  obta in  two o r  more plan t o  be compared 

f o r  the  information of d i f ference  by comparison, o r  one plan and standard 

t o  be compared. And as t o  t h i s  two o r  more plan, i t  is absolutely necessary 

both plan a r e  poss ib le  t o  put i n t o  p rac t i ce ,  block No. 3 and 4 show t h a t  i n  

o rder  t o  make the  comparison of two o r  more plan thus made o r  obtained a t  

the same l e v e l ,  the simultaneity t o  compare should be secured and the  

elements t o  compare should be weighted. Namely, 3100 we have now means 

q u i t e  d i f f e r e n t  from 3100 we may have next year. For ins tance ,  i f  we br ing 

ou t  the  point  t o  compare a t  present  i n  order t o  secure the simultaneity of 



I n  order  t o  

How t o  

Pig. 2 

Purpose-means block diagram 

Subject: To perform msnagement 

Try t o  avoid waste i n  order to obtain t he  r e s u l t  

IT- t o  have people concerned aot/Judge i n  the  I 
Y leame d i r ec t ion  with mutual consent. 

I I 
I 

Try t o  take ac t ion  based on r e a l i t y  acceptable I 
- land information predicted. 

I I 
1 

IT- t o  take etep-by-step ac t ion/ judgaent  1 . - 

j (dec is ion  making) . I 
1 

Obtain the  difference of infonuation which becomes the e t a r t -  
i ng  point  of ~udgement/action and the  d i r ec t ion  of eeeence t o  
c o l l a t e  with the  difference of information. 

I .I 

Note: Thie t ab l e  i e  t o  be read dounwardr 
ae  we repeat  doing i n  such vay a s  
"in order t o  do A t o  do B' "in ordc 
t o  do B, t o  do C" and so on. 

I 

Eetablieh a zule  and organization i n  
order  t o  c o l l e c t  baeic da ta  of information 

I 

Have the viewing of value by the  people I 

p h i c h  become the subjec t  of capa r i son .  I 
I 

concerned show the  errme d i rec t ion .  

Establish a ru l e  and organization i n  oxder t o  combine 
elemen t e  of a c  tion/~ud~eanen t (dec i r ion  making) 

I 
I 

Obtain the  difference of infoxmation 

l ~ i x  the idea  of block diylram f o r  purpose and means I 
shown here. I 

1 , o r  c r e a t e  it. 
Clear the standard of d i r ec t ion  t o  be 
compared 

I 
i 

and plan subjec t  t o  comparieon. 
1 

Clear the ob3ect and means ( i n  order t o  
and how to)  i n  order t o  indica te  the 
d i rec t ion  of Judgement t o  c o l l a t e  the 
difference of informstion. 

Obtain o r  c r ea t e  subjec t  f o r  comparison 
o r  i t e  plan 

I 

Arrange can be made eo t h a t  on the  comparieon saate leve l  
I - 9 -  - -  - -  - - -  - - -  30-* I - - - - - - - - - - 

Roe r 

. 
I Prepare block disgram which c l e a r  the 
I order of the purpose-means and poei- 
I t ion of plane of behavior 

b 

4 

Make plans 
eubject t o  
cornpariron 

comparison 

Secure t he  WeiRht request 

siml tanei  t y  of comparison inf omation 
subjec t  to of comparison elements 

I 
'.- - - -  - -  - - -  - - - -  - - - -  - - - - - - -  - -  - - -  - , - -  - - - - - - - - - 

1 



comparison, and i ts  annual i n t e r e s t  r a t e  is 16, the comparison must be 

msde on I100 and 390 f o r  lYlOO of next  year. And as t o  weighting, f o r  example 

when you chose pa r tne r  t o  marry the  elements of evaluation such as f i g u r e ,  

cleverness,  hea l th  and s o  f o r t h  should be made. Although the  order and 

magnitude of t h i s  weighting d i f f e r  according t o  people, we replace these  

weightings with coef f i c ien t s .  And i f  the re  a r e  two persons t o  choose f o r  

mar r iwe ,  grading f o r  each f a c t o r  w i l l  be made f i r s t  and then i t  w i l l  be 

mal t ip l ied  by the  coef f i c ien t  of weighting, and e i t h e r  of them who has 

gained l a r g e r  points  i n  grading w i l l  be chosen as b e t t e r  person f o r  marriage. 

Black No. 5 means t o  obta in  r e a l i s t i c  and cor rec t  information included 

i n  the plans sub jec t  t o  be compared. Namely, i t  can be s a f e l y  sa id  t h a t  the 

information we obtain by seeing something o r  touch i t  d i r e c t l y  is  convincing, 

while the one we obtain thru  people has uncer ta in ty  i n  it. Also even i n  

obtaining information, the  one which has been obtained with object ive  and 

the  one without object ive  a r e  much di f ference .  ( ~ o u ' l l  r e a l i z e  t h a t  i n  the  

process of obtaining t h i s  r e a l i s t i c  informa,tion i t  is very e f f e c t i v e  i f  you 

c o l l e c t  in f  omat ion  a f t e r  "purpose-means block diagram" has been .) 

Therefore, i t  suggests here t h a t  i t  is  very important t o  make the way of  

obtaining c e r t a i n  and r e a l i s  t i c  information. 

Here, I ' l l  explain the  instance of "the mechanism" t h a t  people bel ieve  

the  information is t r u e  by c i t i n g  a s t o r y  " three  men could run a t i g e r  i n t o  

town" wr i t t en  by Kwang Hishi ,  a chinese author. Once upon a time there  

l ived  i n  China a king ca l led  "King G i " ,  and one day Hoe Kyo, one of h i s  

subdect, asked the king the following question: "Supposing someone c r i e s  

' A  t i g e r  has come i n t o  the  town' would you believe i t ? "  "No, I don' t"  s a i d  

the king. "Then i f  one more people c r i e s  ' A  t i g e r  has come i n t o  the town' 

what would do you think?" "I think the re  may be a t i g e r  i n  the town.'' 

said the king. Then again i f  the t h i r d  one c r i e s  "A t i g e r  has come i n t o  



the  town' what would you say." "I say there  must be a t i g e r  i n  the  town" 

answered the king. 

We can say the  same thing even from the s t a t i s t i c  point  of view. 

While we could say the  above is t r u e ,  i t  a l s o  implies t h a t  i f  people who 

make judgement a r e  not  well  equipped with t h e i r  own f i rm judgement they a r e  

a p t  t o  be e a s i l y  ca r r i ed  away by poor judgement. 

I ' m  going t o  add t o  the  s t o r y  the  explanation of mechanism when we take 

information from s t a t i s t i c  point  of view as follows: 

Only one information f o r  only one subject  gives us  very t h i n  c r e d i b i l i t y ,  

but  when there  a r e  two s i m i l a r  information, the information between these 

two information can be guessed within the  range of width of e r r o r s  regarding 

these  two informations, and with th ree  similar informations i t  can be guessed 

as much as the  width of the  e r ro r s .  And these informations help each o the r  

i n  providing high c r e d i b i l i t y .  And i f  there  a r e  four  similar informations 

it can be s a f e l y  sa id  t h a t  there  must be more and more high c r e d i b i l i t y .  

In anothar word, the  information obtained by seeing d i r e c t l y  and toughing 

with our own hands, unless  we a r e  b l ind as referred  i n  the s t o r y  of "Blind 

and an Elephant1', has the  maximum c r e d i b i l i t y  as i t  has been obtained th ru  

a g r e a t  number of a c t s .  

Block No. 6 t e l l s  about the  obta in ing the information of persuasive 

forecas t .  There a r e  many cases where judgement a r e  made based on the 

f o r e c a s t s  such as "what would happen i f  t h i s  is done" o r  " l e t ' s  take some 

s t e p s  previously because t h i s  is l i k e l y  t o  happen." I ' l l  explain t h i s  

persuasive f o r e c a s t  i n  the  next c h q  ti: I* :1a it takes f a i r l y  long explanation. 

1'11 summarize t h i s  chapter  by s t a t i n g  t h a t  i n  order t o  make r a t i o n a l  

and quick judgement and ac t ion  i n  management, we should f i r s t  of a l l  prepare 

severa l  purpose-means block diagram f o r  many aspects  and subjects  t o  a t t a i n  

object ive  of management, and i n  case of making judgement and act ion i t  is  



necessary,  f o r  making i t  easy, t o  ob ta in  o r  c r e a t e  the  contents  of require-  

ment indica ted  i n  Block No. 2 t h r u  No. 6. And 1'11 c a l l  t hese  elements 

" t h e  s i x  condi t ions  f o r  making judgement and ac t ionf1 .  

5. Persuas ive  f o r e c a s t  

A t  t he  end of t he  previous chapter, I explained the  necess i ty  of per- 

suas ive  f o r e c a s t  when judgement/action and dec i s ion  making a r e  made, which 

should be construed as fo l lows.  

To begin wi th ,  when we think about t h e  va lue  i n  f o r e c a s t  o r  f o r e c a s t i n g  

va lue  ( h e r e a f t e r  c a l l e d  f o r e c a s t i n g  va lue ) ,  we' 11 f ind  t h a t  i t  can no t  become 

worthwhile u n t i l  we use i t  a s  a standard of jud~ement /ac t ion  o r  dec i s ion  making 

f o r  management. And a l s o  we can n o t  t e l l  i f  t h e  f o r e c a s t i n g  va lue  is  c o r r e c t  

o r  not  u n t i l  r e a l  value corresponding t o  i t s  f o r e c a s t i n g  value becomes avail- 

ab le .  A t  t h e  time of f o r e c a s t i n g  o r  a t  the  time when judgementlaction is 

made by us ing  f o r e c a s t i n g  va lue ,  only God knows if  the  f o r e c a s t  is c o r r e c t  

o r  no t .  

When we come t o  th ink  t h i s  way, w e  f i nd  it, f o r  sure t h a t ,  when we use  

fo recas t ing  va lue  f o r  judgement/action, we do n o t  u t i l i z e  i t  a s  a s tandard 

cf judgement/action u n t i l  we f e e l  i t  may work, namely, whether the  fo recas t -  

i ng  value is c o r r e c t  cr n o t  is the  most important  mat te r .  But a t  the  time 

we make judgement/action by us inp  i t ,  we a r e  n o t  s u r e  of i t .  and so  we use  

i t  A S  a standard of judgement/action ~ f t e r  we a r e  convinced t h a t  i t s  fore-  

c ~ s t i n g  va lue  seems t o  be c o r r e c t  o r  seems r i g h t  by conventional experience, 

knowledge and the  explanat ion  of why i t  is  s o .  

Fcr example, l e t ' s  th ink  about t h e  yea,r 1973 when we hnd " o i l  shock". 

I t  happened a t  the  end of t h a t  year .  But nobody wculd have bel ieved it and 

any judgement/action a g a i n s t  i t  i f  somebody happened t o  sny a t  t h e  

beginning cf t h a t  yea r ,  "We'll have ' o i l  shock1 i n  November t h i s  year." 



I f  he had come up with a fo recas t  which were convincing t o  people, however, 

they must have taken some judgement/action against  i t  based on h i s  forecas t  

a t  the  beginning of t h a t  year.  

Thus, a forecas t ing value,  even i f  i t  may be correc t  i n  the  end, w i l l  

not be appreciated unless i t  is  convincing a t  the time of taking judgement/ 

action, and w i l l  be of no use at  a l l .  

The above is a b r i e f  explanation of "persuasive fo recas t ing  value". 

The following is  a b r i e f  explanation as t o  what kind of method can be used 

i n  order t o  make a matter  convincing. The explanation a s  t o  acquirement of 

persuasiveness has already been made i n  the acquirement of p r a c t i c a l l y  cor rec t  

information. One of the methods which can be used is i n  the mechanism of the  

" three  men s e t t i n g  a t i g e r  i n  a town." And ther, there  i s  another method 

where fo recas t ing  value is  devided i n t o  ( A )  the port ion which can never make 

a wrong fo recas t ,  (B)  the  por t ion  which can make a fo recas t  by changing i t s  

premise a n d  ( c )  the  port ion which is considered as an aberra t ion normally 

ca l l ed  "noisev,  and add explanation to  each of them. ( ~ e f e r  t o  note of Fig. 3) 

Another important th ing is t o  p ro tec t  those people who a r e  employed i n  

en te rp r i ses  and government from loosing t h e i r  f ace  when they adopt a fore- 

cas t ing  value and f a i l .  For example, i f  he i s  employed i n  the  government, 

he would use a forecas t ing value on ''economic view by Government f o r  197%" 

which i s  decided by the Cabinet and announced by the government a t  the begin- 

ning of each year  t o  back up the budget. Namely he would use an au thor i t a t ive  

fo recas t ing  value o r  take an judgement/actionwhich keeps him i n  the sa fe  

s i d e  i f  i t s  forecas t ing value is wrong. 



6. Method t o  ca tch  the  information of d i f f e r e n c e  with ease.  

Now, s i n c e  the  "essay on information of d i f fe rence"  which becomes the  

b a s i c  po in t  of j ~ d ~ e m e ~ t / ~ c t i o n  has been explained i n  the  preceeding chapter, 

a few e x a m ~ l e s  of how t o  ca tch  t h e  information of d i f f e rence  with ease  w i l l  

be explained as fol lows.  

( 1 )  Method of comparing similar a r t i c l e s  by photograph 

I n  t h i s  method, a p i c t u r e  of more than two a r t i c l e s  which have 

similar o r  t h e  same func t ion  w i l l  be taken s i d e  by s i d e  i n  t h e  same p i c t u r e  

from such a d i r e c t i o n  a s  t o  show well  t h e  funct ion  p e c u l i a r  t o  them. When 

the  p i c t u r e  has come out ,  we f i l l  i n  d i r e c t l y  by black pen on the  p i c t u r e  

some information such as va lue  of capaci ty  and p r i c e  which we  want t o  compare. 

I n  t h i s  way we can ob ta in  t h e  information of d i f f e r e n c e  which is very easy 

t o  understand. Following is an example of expla in ing  the  above s tatement  

i n  e a s i e r  way. 

A t  f i r s t ,  we put  our  r i g h t  and l e f t  index f i n g e r s  s i d e  by s i d e  and 

s e e  with bath eyes which is  begger o r  what d i f f e r e n c e  i n  shape, then look a t  

them with one eye c losed ,  and we can s e e  more c l e a r l y  t h e  difference i n  t h e  shape 

of both fingers i n  comparison than t h e  case  i n  which we look at  them with 

both eyes open. This i s  the  p r i n c i p l e  c f  the method of comparing similar 

a r t i c l e s  by photograph, and the  purpose of f i l l i n g  information d i r e c t l y  i n  

the  p i c t u r e  is based on a p r i n c i p l e  of c o l l e c t i n g  information accura te ly .  

( 2 )  Improving v i s i b i l i t y  

When rending newspapers and books, we o f t en  c u t  o u t  o r  reproduce 

important pages and f i l e  them side by s i d e .  By doing so  we f e e l  as i f  we 

h ~ v e  understood the  ma t t e r  w e l l ,  which comes from t h e  f a c t  t h a t  we have 

co l l ec t ed  similar mat te rs  c a r r i e d  i n  the  newspapers and made i t  easy t o  

compare them. Therefore, i t  is t h i s  p r i n c i p l e  t h a t  i n  o rde r  t o  make judge- 

ment/action on mansgement easy i t  is  good t o  accompany management d a t a  with 



v i s i b i l i t y ;  t h a t  is,  t o  a r range  ma t t e r s  s o  as t o  compare a t  t h e  same l e v e l  

and t o  make i t  easy t o  compare similar mat te rs  i s  t o  inc rease  the  v i s i b i l i t y .  

(3)  Carding of d a t a  s u b j e c t  t o  comparison 

This  method i s  a conventional one, bu t  I would l i k e  t o  review i ts  

p r i n c i p l e  i n  o rde r  t o  have a new understanding of i t;  t h a t  i s ,  i f  d a t a  a r e  

kept  on cards  i t  is  easy t o  change t h e  order  and combination of them, which 

eventua l ly  makes i t  easy t o  ob ta in  information of d i f f e r e n c e  by comparison 

and t o  ob ta in  the  o r i g i n a l  poin t  f o r  many judgements/actions and dec i s ion  

makings. A t  t h a t  time, i n  o rde r  t o  make good use  of our  eyes and heads, 

i t  i s  necessary t o  r epea t  t he  method of comparing two cards because it i s  

obvious t h a t  while  i t  i s  easy t o  g e t  a r e s u l t  of comparison when comparing 

two ca rds ,  i t  is more d i f f i c u l t  t o  compare t h r e e  cards a t  a time. And i f  

t h e r e  is no d i f f e r e n c e  of information between two cards t h i s  means e i t h e r  

those  informations completely agree  o r  have no r e l a t i o n  a t  al l .  The purpose 

means block diagram as t o  " in  o rde r  to" and "how to1' ca r r i ed  i n  t h i s  Faper 

had been made by u t i l i z i n g  t h e  method of comparing two s e t s  of cards i n  tu rn  

and f i l l i n g  them i n  the block diagram. B e t t e r  comprehension of t h e  above 

mechanism w i l l  make the  b e t t e r  use  of t h e  methods such as  K. J. method 

( ~ e f :  1 )  card ing  and s o  on. 

7. Example of "purpose-means block diagramv 

According t o  the  l o g i c  s t a t e d  i n  the  previous ck;r_, , c r ,  many purpose- 

means block diagram, which may be u t i l i z e d  i n  many ways f o r  management, 

cam be prepared. ( ~ i ~ .  3 is  one of the examples) I n  t h i s  chapter  I would 

l i k e  t o  in t roduce  another  mer i t  which may be pained when a purpose-means 

block diagram i s  prepared. 

The p r i n c i p l e  of prepar ing  a purpose-means block diagram is  t o  keep on 

ar ranging  expression on cards  only i n  one d i r e c t i o n ,  bu t  t h e r e  w i l l  be a 



Title: Maintenance of Standard Manhour 

In order to 

I 
How to 

Prepare data for estimate of cost control. 
1 ' .  

-- - 

Make original point of judgement/action efficient to the work./ 

1 Obtain information of difference. I 
I . 

Clear up the premise of B portion and determine manhour. +3 
I 
1 

1 Start from logic and maintain standard manhour .A To make information of 
difference by comparing 

[Find out cost driving factor for cost control. * l ' j  the things contradictory 
. - ., -,--'"- - -  - . to this reality and logic, 

T 

(Divide manhour into A, B & C. *2 1 and make it an original 
c point of maintenance 

k 2 1 Clear up the premise as to "on the averagetf. 1 action 
I Sub-title 

I Set logical value tb the 
1 

7 

Wasp average value of real work. 
I 

Try to obtain as much realistic 
numerical value as possible. 

I h 

6 

( ~ a k e  a hold of average value of 1 
lreal manhour revised by the per- I 
lcentage of learning curve. 

I 
I 

[ of the 1000th air? aft. 1 
I 
I 

Try to control so that the difference between 
Jogic and reality may be narrowed. 
I 1 

I To control the premise of B portion base on information of difference. 

NOTE : 

"1. Cost driving factor means the element of premise cost of 
which changes when the premise is changed. 

*2. Divide manhour into three portion of amount, namely, A, B 
and C: A portion means the one which can never go wrong 
by any chance, B portion means the one which varies by 
changing the premise ( e . g .  selection between press forming an 
and hand forming), C portion means aberration or noise. 

*3. Therefore, cost control can be made if only we concentrate 
ourselves to the information of difference regarding the B 
portion. 



case i n  which i t  is a must t o  place them i n  the same leve l  otherwise they 

make no sense. 

And i n  case the contents  of them contradic t  each other ,  i t  is suggested 

t o  think of the  means of in tegra t ing  them in  the  block r i g h t  below, namely 

i n  the  process of framing up a purpose-means block diagram w e  can c rea te  a 

s i t u a t i o n  i n  which we a r e  a u i t e  l i k e l y  t o  come across such means. And *'the 

very place" we can f ind  at t h a t  time is the place of thought where we f ind 

such a in tegra ted  means as t o  be ab le  t o  i n t e g r a t e  contradic t ing i n t e r e s t  

of laborers  and imployers as we see  i n  the Taylor 's  S c i e n t i f i c  Management. 

I n  my case,  by making use of such method as above I have been ab le  t o  

come up with a method ca l l ed  " s t e p l i s t  Management" ( ~ e f :  2 ) ,  which is 

systematic,  c rea t ive ,  f a u l t l e s s  and technique of management plan t h a t  can 

afford  you e a s i e r  management. 

8. Signif icance of t h i s  method 

(1) After  a l l ,  we should take a future-oriented type o f  management which 

s t a r t s  from " in  o r d e r  t o  do what", not  the  one which starts from "why?'l. 

1'11 be happy i f  you r e a l i z e  the f a c t  t h a t  i f  we make "why?" an "offered 

word1', we come t o  have a s t r u c t u r e  of conception which only goes back t o  the 

pas t  and i n  some case w e  take conventional way i n  which we inquire  who is  t o  

blame f o r  the  work done, while i f  we make " in  order t o  do whatw a s  an "offered 

word" and "why? as an "accepted word1', we, by making good use of the things 

pas t ,  can change the  s t r u c t u r e  of conception i n t o  the one i n  which we conceive 

the things fu tu re .  I t  is ,  however, d i f f i c u l t  t o  understand things with only 

the  word of the  f i r s t  coming " i n  order t o  d o  what", and so  i f  we t ry t o  cover 

up the  expressions i n  between by the  proposed "purpose-means block diagram", 

w e  w i l l  be ab le  to  come up with new conception and motivation. 



(2) There are much difference between this technique and "work design 

technic" by Dr. G. Nadler, because this technic is the method of finding out 

and defining the plane of behavior in which the managements are performed 

to reach the desired result. 

9. Conclusion 

I have introduced to you as above the result of my study as to the 

mechanism and technique which may be a help of making judgement/action on 

management, but looking back at it 1 think I have only caught analytically 

the matters we are doing casually in our daily life and have justified them. 

But again I think that to keep holding its content/element becomes an original 

point of new technique for judgement/action. And the mechanism and principle 

explained here is the very mechanism and principle which have been used in 

the conventional techniaues of IE, VA, QC, etc., and so I think they can be 

utilized as a supplement to these techniques and a method to save much time 

of complicated meeting. 

Finally, I would like to conclude by wishing that this paper will be 

the one to suggest a new point of view which combines future management 

science with the behaviral science. 
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