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Abstract 

Kaizen refers to a Japanese concept, which focuses on continuous process improvements. The concept doesn’t require 
big & impactful improvement, as any size and type of improvement are acceptable. Kaizen is normally practiced in 
engineering-related activities, including in a manufacturing environment. However, it can also be applied to all other 
business setups. This paper was prepared to demonstrate another aspect of Kaizen that has been implemented at 
seaports. All of the data taken are the actual result of implementing the Kaizen principles at a port in Malaysia since 
2017 until 2020. The port uses multiple Kaizen tools normally applied to engineering activities, like the Toyota 
Production System (TPS), but was customized to become seaport-friendly. The other Kaizen tools in used include 
concepts like Muda, Mura, Muri, 5S and other lean practices. The process starts with a ‘gemba walk’ and thereafter, 
an in-depth analysis of the problems. It is followed by identifying the gaps which hinders achievement of targeted 
performance. This case study records the main results, and can be summarized as: Achieving customer satisfaction 
rate of above 75%; Container terminal has shown gross move per hour (GMPH) improvement from 21 to 23 GMPH; 
Non-edible liquid average loading rate has improved by between 4% and 19%, with the berth occupancy maintained 
between 44% to 48%; Average loading rate of edible liquid has increased between 4% and 19%; Average loading rate 
increased by 6% for bulk and 53% for break bulk; Tug boat service delivery performance of 100% achievement; Pilot 
boats service delivery performance of 100% achievement; Vessel arrival and departure performance reaching 99% 
achievement as compared to 97% target; and Having a highly motivated yet engaged staff at 72.20%, which is better 
than the Malaysian standard of 67%. Finally, the Malaysia Port has consistently hit one million TEUs for two 
consecutive years (2019 and 2020), a feat that was not possible without adopting the Kaizen principles back in 2017. 

Keywords: Port, Terminal, Kaizen, Muda, Mura, Muri, Lean, Productivity, Business Excellence. 

Note: During the data gathering and interviews with the port management, this author was forewarned not to reveal 
the name of the port. Respecting this request, the port in this case study will be referred to as Malaysia Port, or MP.   
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Introduction 

The World War II has put Japan at its lowest ebb. The country was said to have exhausted almost 
all of its resources in order to support the war. Production of consumer goods was inefficient and was about 
to collapse. Goods produced were of very poor quality, yet were still highly demanded due to their scarcity. 
On to top it all, most of the manufacturing facilities had been destroyed via air raids, especially the ones at 
Hiroshima and Nagasaki (Bessant & Caffyn, 1997; Peterson, 1986).   

Despite all that, the Japanese post-war economic success has been very impressive. The full effects 
of the Japanese rise in the manufacturing era were felt significantly in the 1970s. Economic analysts for the 
Far East began to wonder what could be the main contributors to the turnaround (Peterson, 1986).  

One name stood out in this incredible transformation – Edward W. Deming was largely credited as 
the one who inspired the quality improvement movements of Japan. He came to Japan in 1946 when the 
Japanese were looking for ways to improve the manufacturing practices. Nevertheless, there were thoughts 
that Deming had only helped to “open up” the quality improvements excitements around Japan. The word 
“open up” is used because in the 1930s Sakichi Toyoda had already started the new manufacturing culture 
of “Kaizen” (Miller, 2020).  As the founder of the Toyota cars, Toyoda was passionate about continuous 
improvements at Toyota assembly plants. His favourite words to his co-workers were, “Open the window, 
it is a big world out there”. There must be something that can be improved everyday (Liker, 2004). In an 
interview with Petersen, Deming did raise some eyebrows on his contribution by throwing back the question 
of “could it have been different if he had never gone to Japan” (Petersen, 1986). 

 

Definition of Kaizen 

Historically, Kaizen has always been associated with manufacturing practices. With Deming’s 
influence in Japan, Kaizen is typically referred to the area of quality control. The Japanese, however, applied 
it to a broader scope. They have created a culture of performing tasks and measuring the results. Not duly 
satisfied, the Japanese further explored if they could find other alternatives to do the same tasks better. To 
the Japanese, Kaizen is a unique opportunity for them to reflect on their performances – to learn, unlearn 
and re-learn (Rehfeld, 1990). 

Kaizen comes from two words – Kai and Zen. Kai means improvement while Zen means good. 
When used together, Kaizen means continuous improvements. Kaizen is the Japanese alternate term for 
change for the best. Kaizen focuses on continuous improvement in manufacturing processes, engineering 
enhancements and business improvements for various types of organizations (Yoshida, 2017; Fujimoto, 
1999). 

By practicing Kaizen, it allows organizations to focus on improving all functions of the business. 
Kaizen does not require huge improvements, as daily small steps involving all employees are also highly 
appreciated. Kaizen starts from the top management. It is cascaded down to all levels to make it a collective 
effort, to allow a business or engineering process to become more manageable, efficient, effective and 
adaptable. The improvements are usually accomplished at little or no expense at all. 

Kaizen works by being able to identify and reduce wastes. These are the two critical areas to ensure 
organizations are able to control the situation. In reality, all processes have wastes, but by understanding 
the Kaizen principles, we are trained to “see” the wastes. From another perspective, wastes can also be 
categorized as areas where our customers are not willing to pay for (Ohno, 2015 & Yoshida, 2017).  
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Figure 1 shows the 8 types of wastes that can be commonly identified in all organizations. Kaizen 
works when improvement is made as soon as it is discovered and not wait for huge improvement. Last but 
not least, Kaizen has to be implemented at the lowest possible cost. 

Figure 1: 8 Types of Waste 

 
Today, Kaizen has been adopted worldwide and has become the pillar for process improvement in 

many organizations, including services, aerospace, banking, healthcare and logistics. However, Kaizen is 
not known to be practiced nor adopted in a seaport or port environment. Therefore, this unique paper is one 
of the earliest analyses to record a case study, which was based on actual Kaizen initiatives recorded in a 
port in Malaysia. 

 

Port Kaizen Enterprise Objective 

Taiichi Ohno, the founder of Toyota Production System once said, “All we need to do is to reduce 
the timeline from a moment a customer places an order to the point that the customer receives what they 
want, by moving the non-value-added activities or wastes” (Ohno, 2015). 

The waste matter has been an integral and foremost area needed to be addressed (Aoki, 2008; 
Fujimoto, 1999). Thus, the Port Kaizen initiatives – now being practiced at the port in Malaysia – adopt 
three achievable objectives. These objectives are taught at all levels to allow better absorption of the 
concept. The objectives came from the Japanese philosophy of practicing Muda, Mura and Muri. Table 1 
shows the summary of the 3 principles. 

Table 1: MUDA, MURA and MURI 

Principle Definition Key Attributes Analysis  

MUDA Futility; Uselessness; Wastefulness Efficiency To eliminate all waste types (like motion, 
transport etc.) as detailed in Figure 1  

MURA Unevenness; Irregularity; Lack of 
uniformity; Inequality Consistency 

To identify all irregular activities and either to 
eliminate, improve or reduce it to achieve 
consistency 

MURI Unreasonableness; Impossible; Too difficult Simplification To find all the attributes and simplify the 
process for all to follow 

 
The other concept that Port Kaizen adopts is about redefining the concept of profitability. 

Traditional business schools have preached that if we want to get 10% profit, then we need to add 10% on 
top of the total cost. This is also known as the cost-plus concept (Yoshida, 2017). As initial costing process, 
the concept is acceptable. However, it will not work in the long run. To illustrate, every year the traditional 
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business approach will plan for operating cost increment. People will demand that their salary will be 
increased. As workers are getting older their medical cost a company has to cover will also rise. Higher 
maintenance cost for operating ageing machines is also anticipated. On top of that, it is generally known 
that countries worldwide will experience rising inflation. All these factors will increase the actual product 
or service costs. If we apply the cost-plus concept to gain 10% profit margin, then every year the product 
or the service cost will increase as companies will have to add on 10% as the profit margin. For companies 
that practice Kaizen, the profitability method works differently. There will not be an added 10% profit 
target on top of the cost, but companies will work within the value chain to find ways to reduce 10% of the 
operating cost. This will in-turn provide the required profit margin, but at the same time, customers will be 
happy because there will be no increase of sales price (Tanner & Roncarti, 1994; Yoshida, 1997). Figure 
2 provides the visualization of how to achieve 10% profit margin while simultaneously maintaining goods 
and services at the same price. 
 

  
 
Figure 2: Kaizen way to increase profit 
 
The Case for Port Improvement 

Sea transport is essential to the world’s economy as over 90% of the world’s trade is transacted by 
sea (Yahya, 2020). It is, by far, the most cost-effective way to transport goods and raw materials around the 
globe. The sea uses the natural way, saving millions of dollars in building the required facilities. Thus, 
efficiency at the entry and exit points are critical. In this particular example, the port’s efficiency is critical 
to ensure that the cost-effectiveness is applicable throughout the value chain. 

a) Self sufficiency 

The world logistics and supply services need to be efficient, otherwise, a country’s complete self-
sufficiency is unattainable. Countries must buy from other countries to fulfill their domestic demands. Some 
of the requirements for self-sufficiency include supplies of food, raw materials, technological know-how 
and energy (Yahya, 2021).  In the case of food imports, the ports at both importing and exporting countries 
need to be efficient as perishable food is delicate to handle with limited lifespan, and also, of national 
interest. A rice-eating populations, like Malaysia and Indonesia, may be exposed to unexpected riots should 
there be a case of rice shortage in the country. 

b) Industrialization and globalization 

The world population is now more than seven billion people, with both India and China each 
surpassing the one billion mark. With this many people across many countries, there exist a huge inter-
dependency between one and another (Yahya, 2016). In addition to that, the globalization allows for more 
efficient cross-border trade in goods and services, technology transfer and flows of investment, people and 
data. Documentations and communications, too, are flowing with less hassle. It further creates greater 
opportunities for firms, or farms, in the less-fortunate countries to be able to tap into wider and larger world 
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market. Eventually, it allows businesses located in developing countries to have more access to capital 
flows, technology transfer, human capital, cheaper imports and larger export markets. But all these must be 
equipped with efficient end-to-end supply chain management. 

c) Covid 19 pandemic 

After the outbreak of Covid 19 pandemic, the world ports have experienced severe congestion 
(Crossley & Xu, 2021). This happened to all global ports, including in China, Malaysia, America and 
Europe. The congestion created chains of operational hiccups at nearby ports.  For instance, the heavy 
congestion at China’s southern-most ports – like in Zhanjiang, Beihai and Haikou – have created a very 
chaotic domino-effect at the ports in the midlands of China – like in Hong Kong, Xiamen, Shantou, 
Guangzhou and Zhuhai. The ripple effect is also felt at the other ports further north to China – like in Dalian, 
Shanghai and Tianjin. This situation is further exacerbated because carriers have stopped calling on the 
ports, and instead, have chosen to unload containers at nearby ports. There is a strong possibility, too, that 
the tight capacity management has caused the increased number in blank sailings by carriers due the 
disrupted global trade caused by pandemic-led lockdowns. At the importing country, lockdowns forces 
factories to shut down major factories, that containers are stuck indefinitely at the port’s container yards. 

d) International Trade 

International trade data is calculated by trading in merchandise or in services.  Most of the 
international trade statistics compiled concern with the buying or selling of physical goods. The world has 
steadily been recording decent growth over the last decade, rising from about US$10 trillion in 2005 to 
about US$19 trillion in 2019. The trade in services for the same period, on the converse, accounted for 
around US$6 trillion (UNCTAD, 2020).  Figure 3 shows the graphical illustration of the data captured.  

     Figure 3: International Trade of Goods vs Services 

With the volume increasing steadily over the years, the whole world logistics chain needs to be 
efficient. This is a strong case to practice port Kaizen in order to keep the logistics cost as low as possible 
(Yahya, 2016). 

 

Embarking on Port Kaizen 

During the data gathering and interviews with the port management, this author was forewarned 
not to reveal the name of the port. Respecting this request, the port in this case study will be referred to as 
Malaysia Port, or MP.   

MP’s journey to adopt Kaizen principles at the port started in 2017. At that point of time, the Chief 
Executive Officer (CEO) was briefed about companies’ turnaround success after implementing the Toyota 
Production System (TPS) programme. It was a 10-day programme in Japan and was coached by Yoshida-
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san, a TPS Sensei. The possibilities for higher profitability following implementation of Kaizen intrigued 
the MP CEO. However, there was one area of concern. TPS is well associated with the manufacturing, 
engineering, healthcare and other business-related activities. For the record, there was no documented proof 
of successful implementation of TPS at a port. 

A batch of six port managers was sent to Nagoya, Japan, to learn about TPS from September 18-
22, 2017. The training was purely based on factories and engineering setup. Hence, for participants who 
are port managers, there were difficulties to understand the concept because of the way it was taught. 
Nevertheless, all six trainees passed the test to become Certified TPS Managers (Haron, 2019). 

Upon returning to Malaysia, a task force was setup to create a programme that was more related to 
the port industry. Trainers were carefully selected and the modules were constructed to focus on port 
operation. Eventually, a training framework was developed and approved by the MP CEO.  The programme 
saw participation of more than 1,300 MP staff and selected MP contractors. Figure 4 shows the approved 
framework to be implemented, while Table 2 is the actual implementation of the framework. 

Figure 4: Approved Kaizen Framework 

 
Table 2: Actual Port Kaizen Implementation 

Year Phase Main Programmes Key Objectives Target Participants 

2017 1 Toyota Production System 
(TPS)  

To learn the critical concept of TPS. 
To develop in-house TPS Port Module 

Managers with the Training of 
Trainers certificate 

2018 2 Global Productivity System 
(GPS)  

To deliver enhanced TPS module in port 
operation knowledge to MP staffs and 
contractors 

All MP staff Job Grade 11 and above 
30% of SM Port contractors 

2019 3 
Port Continuous Improvement 
Program 
(PCIP) 

To deliver enhanced TPS module in port 
operation knowledge to international ports 

Pelindo 3 (Indonesia) 
Pelindo 4 (Indonesia) 
STC Tan Cang (Vietnam) 

2020 4 Lean Academy To enhanced TPS module in port operation 
to Level 1, Level 2 and Level 3 program 

All MP staff Job Grade 1 and above 
All MP Subsidiary staff 
30% of MP contractors 

2021 5 Enhancement of Lean 
Academy 

To certify competent personal as  
i. Port Kaizen Coach 

ii. Port Kaizen Mentor 
iii. Port Kaizen Sensei 

Criteria grid has been prepared for 
selected port Kaizen instructors 

Phase 1

Training of 
trainers

Phase 2

Phase 3

Phase 4
Training of all 
MP Managers

Phase 5

Certification 
of competent   
staff

Training of 
international 
port 
managers 

Training of 
all MP staff 
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Port Kaizen Enterprise Model adopted at MP 

The Port Kaizen started with the port managers doing their daily gemba walk. The gemba walk is 
a random walk where the managers were required to spend their time to walk freely everywhere to observe 
the operations. The managers, too, were expected to take their time to talk to their staff, and allow them to 
express any observations, shortcomings or new ideas (Wakamatsu & Kodo, 2001). Next, the ports managers 
began to apply their observations by analyzing the 6Ms of production with the Muda, Mura and Muri 
concepts. The 6Ms of production include analyzing the Man, Machine, Material, Method, Measurement 
and Money. The 6Ms is normally associated with another productivity tool called the Ishikawa Diagram of 
the Fishbone. Table 3 explains the meaning of each M. In the Port Kaizen Enterprise Model, each of the 
6Ms is analyzed to unravel potentials for waste reduction, consistency achievement and processes 
simplification.  

Table 3: 6Ms Definitions and Applications 

6 Ms of Production Explanations 

Man People engaged in delivery of products or services 

Machine Facilities, system, tools, equipment 

Material Raw material used for production of to perform services 

Method Production process and the contributing services 

Measurement Inspection and other physical measurement either manual or automatic 

Milieu Environment, controllable/uncontrollable events 

 
Figure 5 in turn explains the relationship between each Kaizen process how to achieve the 

improvements desired. Please note that in this article we do not attempt to analyze other Kaizen tools like 
5S, 5 Whys, PDCA Cycles etc. This is in line with the MURI principle that is to simplify the learning 
process for readers to have better understanding of how kaizen works. 
 
Figure 5: The Relationship between Gemba Walks, 6Ms and Muda/Mura/Muri 

       
 
Note 
This case study of MP analyzes all areas of opportunities to improve as thoroughly as possible. However, the process was very 
tedious and lengthy. Furthermore, there were 18 areas analyzed individually. For illustration, this paper will look only into the 
processes of MP to achieve the 25 GMPH consistently. All activities and possible contributing factors are recorded and analyzed 
in accordance to Port Kaizen Results, Area 2: Operation Achievement for (i) Container Terminal Operation Performance. The 
process was subsequently repeated in the other 17 areas being monitored. 
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Port Kaizen Results 

The Port Kaizen initiative programme, which commenced in 2017, has now bore multiple positive 
results. MP has identified four main areas for continuous improvements, namely customer satisfaction, 
operation achievement, employee engagement and profit margin, and these four are benchmarked 
nationally and internationally. We will review all four areas in detail in the following paragraphs (Mustapa, 
2020; Sapawi, 2020). 

Area 1: Customer Satisfaction 

MP is serious in producing satisfied customers and at the same time, achieve the targeted process 
results. Customer satisfaction is the key differentiator in competitive business environment. It has become 
one of the key elements in MP business strategies. Customer satisfaction is measured annually through a 
Customer Satisfaction Survey. The survey is managed by the port’s Corporate Services Division, with the 
purpose of gaining a better understanding of customers and their dynamic requirements, in order to serve 
them better.  

The data gathered were evaluated and thoroughly analyzed. They were regularly presented at the 
Management Committee meetings, where all the Heads of Department, Heads of Division and Chief 
Executive Officers will discuss for a firm direction. Once decisions have been made, the minutes of the 
meetings were distributed to the respective departments for their onward actions. 

The survey, conducted since 2018, focused on five key areas. The targeted satisfaction level is 
earmarked at 75%. Figure 6 shows the graphical summary of the analyzed data. 

Figure 6: Customer Satisfaction Survey 

 
In 2018, when Port Kaizen was just being implemented at the port, all five areas surveyed did not 

meet the satisfaction level, with the “Service Quality of Port” hitting a low of 64%. The service quality 
improved significantly to the benchmark 75% the following year, but dropped slightly to 74% in 2020. 

The study on the satisfaction on the facilities, equipment and other infrastructure at MP showed 
that they still did not meet the 75% benchmark to date. Since the survey commencement in 2018, data 
gathered showed the abovementioned three areas only managed to achieve 66%, 72% and 72%, 
respectively. Most probably, it would be hard-pressed to achieve the 75% target given that the port is 48 
years old, compounded by aged facilities/buildings, congested container yards and sharing of international 
waterways with neighbouring Singapore. 

Notwithstanding, other areas like satisfaction of the management and employees, customer 
willingness to refer MP to their business partners and continue use of MP in the future, was able to achieve 
the 75% satisfaction target in 2020. 
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Area 2: Operation Achievements 

The operation area of MP was analyzed in depth. This is one particular area where the port is 
benchmarked against international standards. Nine areas were analyzed in depth for common port activities. 
Due to some internal limitations, the data analyzed was as early as 2015, but some only began in 2016. 
Moving forward, these data will be kept consistently for future perusals. 

The nine areas are container terminal operation performance, average berth utilization, average yard 
utilization, non-edibles jetty operational performance, edibles jetty operational performance, multi-purpose 
terminal berth operational performance, tug boats service delivery, pilot boats performance and vessel 
arrival/departure performance. 

i. Container Terminal Operation Performance 
MP targets the port to achieve 25 gross move per hour (GMPH). The target is achievable, but 
challenging because of quay crane reliability issue, affected by the age of each crane. Table 4 
shows the type and age of the cranes.  
 
Table 4: MP Quay Crane Details 

No Quay 
Crane ID Type Commission 

Date 
Equipment 

Age Remarks 

1 PPCC1 Post Panamax Container Crane 1991 30 years To be replaced 

2 PPCC2 Post Panamax Container Crane 1993 28 years To be replaced 

3 PPCC4 Post Panamax Container Crane 2007 14 years To be replaced 

4 PPCC7 Post Panamax Container Crane 1994 27 years Recondition 

5 PPCC8 Post Panamax Container Crane 1994 27 years Recondition 

6 PPCC9 Super Post Panamax Container Crane 1997 24 years Recondition 

7 PPCC10 Super Post Panamax Container Crane 1997 24 years Recondition 

8 PPCC11 Super Post Panamax Container Crane 2018 3 years New 

9 PPCC12 Post Panamax Container Crane 2020 1 year New 

 

     Figure 7: 5 years record of GMPH 
As mentioned earlier, all Port Kaizen initiatives begin with the gemba walks by the port 

managers. All observations are recorded and the managers must find ways to improve. One of the 
methods was to compare the observations against the 6Ms and the Muda/Mura/Muri principles. 
This allows the management of MP to analyze possible activities that can be engaged in order to 
increase the cranes’ reliability and the performance of the GMPH.  

18

20

22

24

20
15

20
16

20
17

20
18

20
19

20
20

GMPH Record



Journal of Arts & Social Sciences  
Vol 5, Issue 1, 69-85 (2021) 
 

78 
 

 
Table 5: Kaizen Activities used to increase the GMPH 

Area Kaizen 
Principle 
 

Key 
Attributes 

 
Activities engaged 
 

Man  MUDA Efficiency Gap: Delay in shift change process.  
Action 1: New 3 shift has been introduced.  
Action 2: All crane operators must clock in 30 minutes before starting 
work. Additional attendance allowance has been given to offset the early 
reporting to work 

MURA Consistency Gap: Skills in handling different types of cranes 
Action: Internal training  for all cranes operators for Quay Cranes 
(efficiency programme) and Rubber Tyred Gantry (5 stacks high) 

MURI Simplification Gap: Unclear operating Standard Operating Procedure 
Action: Regular internal briefing for all crane operators 

Machine MUDA Efficiency Gap: Procurement of spare parts for old cranes takes more than 30 days 
upon issuing the purchase order 
Action 1: Justification paper prepared to seek approval from the board to 
increase the inventory level of spare parts. 
Action 2: Justification paper to replace old cranes PPCC1, PPCC2 and 
PPCC4 expedited 

MURA Consistency Gap: Unreliable crane performance 
Action: Improve on preventive maintenance scheduling  

MURI Simplification Nil 
Material MUDA Efficiency Nil 

MURA Consistency Nil 
MURI Simplification Gap: Repair cost exceeding RM100,000 requires CEO approval 

Action: New justification paper approved for repair cost not exceeding 
RM200,000 to be handled only by the General Manager of engineering. 

Method MUDA Efficiency Gap: Crane operators uses “square method” to operate 
Action: New “U method” was introduced 

MURA Consistency Gap: Inadequate Terminal tractors drivers 
Action: New contracts were awarded. With the new contracts, clear KPIs 
and number of drivers are stated. 

MURI Simplification Nil 
Measurement MUDA Efficiency Nil 

MURA Consistency Nil 
MURI Simplification Nil 

Milieu MUDA Efficiency Gap: The glass window is often clouded with mist  
Action: Operator given a wipe and allowed to open one inch of the 
window.  

MURA Consistency Gap: External window not regularly cleaned 
Action: Cleaning of external and internal windows included in the 
scheduled and unscheduled maintenance checklist 

MURI Simplification Nil 
 

ii. Average Vessel Waiting Time 

For non-scheduled vessel owners, they are requested to be at the port to attend to their 
vessels as soon as the vessels reach the anchorage point. The longer the vessel waits, the vessel 
stands slimmer chance of earning higher revenue. Therefore, the port has to find ways to reduce 
the vessel waiting time at the anchorage point. If a vessel waits longer than normal period of 5 
hours, it will skip a port call and goes to the next nearby port. In this case, the port will lose revenue. 
After hitting the lowest point of 13.5 waiting hours in 2017, MP has consistently reduced it to 8 
hours (2018), 6.5 hours (2019) and 4.4 hours (2020), which is lower than the targeted time of 5 
hours. 
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       Figure 8: Average Vessel Waiting Time 
 

iii. Average Berth Utilization 
One of the port’s most important asset is the usage of wharfs. MP has initiated critical 

measures of berth utilization. Since the implementation of Port Kaizen, the average berth utilization 
is 89%. This is slightly above the international port standard of 85% (UNCTAD. 2020). Please note 
that in 2020, MP only recorded 74.10% berth utilization, taking into account that the wharf was 
under repair for 5 months from May to September 2020. 
 

  Figure 9: Average berth utilization 
 

  Figure 10: Average yard utilization 
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iv. Average Yard Utilization 
The target yard utilization rate is 60%. MP has consistently achieved it since the 

implementation of Port Kaizen initiatives, except in 2020, where the yard undergoes major repair 
from May to September 2020. The high yard utilization reflects the high number of containers 
handled. The results are shown in Figure 10. 
 

v. Non-edibles Jetty Operational Performance 
Since implementing Port Kaizen, MP has done well in this area. The average loading rate 

for petroleum and chemical products has consistently surpassed the target rate of 10,500 MT/day 
for petroleum and 7,500 MT/day for chemicals. 
 

 Figure 11: Non-edibles jetty operational performance 
 

vi. Edibles Jetty Operational Performance 
The edibles jetty operational performance has consistently achieved its targeted average 

loading rate of 5,000 MT/day, except in 2015. This feat was achieved despite its ageing facilities, 
which require increasing preventive maintenance, in order to reduce the possibilities of 
unscheduled breakdowns. 
 

 Figure 12: Edibles jetty operational performance  
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vii. Other Operational Performance Result 

MP also recorded and analyzed 4 other operational performances, where critical results are 
published to monitor the port’s competitiveness. Some of the areas include multi-purpose terminal 
berth operational performance, pilot boats performance and vessel arrival/departure performance. 
All these performances showed outstanding results as they were able to outperform the targeted 
performance level, with the pilot boat achieving 100% service delivery and 99% for the vessel 
arrival/departure performance. 
        

              
Figure 13:  Multi-purpose terminal berth                           Figure 14: Tug boats service delivery 
 

                    
Figure 15: Pilot boats performance                                Figure 16: Vessel arrival/departure performance 

 

Area 3: Employee Engagement 

Over time, Kaizen has proven to be a contributing factor to an organization’s productivity. In 
addition, practicing Kaizen holistically company-wide shows that it can produce highly motivated staff 
(Rink, 2005 & Yoshida, 2017). 

These highly motivated and well-engaged employees transfer the positive energy into their work. 
They became passionate about their jobs and felt highly connected to their team members (Haron, 2019; 
Fujimoto, 1999). These groups of employees would go the extra mile to ensure the organization succeed. 
And to top it all, these group of engaged employees would energize their co-workers and subordinates to 
perform to the best of their abilities. 
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In an internal survey conducted by MP, the Human Resources Department discovered that the port 
was able to produce 72.20% of highly engaged staff. The statistics are slightly better than the average 
Malaysian port index of 71.29%, and significantly higher than world port index of 68% (Adair, 2020).  

Table 6: MP employees’ engagement analysis 

Year 2019 2020 
 
Analysis 
 

MP Index 71.25% 72.20% YOY improvement of 0.75% 
Malaysian Port Index No data 71.29% MP index is above Malaysian Port Index 
World Port Index No data 68.00% MP index is above World Port Index 

 
Two other commendable significant data MP achieved were employees’ turnover rate and the 

annual staff performance appraisal. For employees’ turnover rate, MP has consistently outperformed the 
market average of 5% since 2015 (lower percentage indicates better achievement). Interestingly, its annual 
staff appraisal ratings have shown steady growth of employees performing their jobs better and become 
more efficient workers. 
 
 
Figure 17: Employees turnover rate 

  
 

Figure 18: Employee’s appraisal 

 

 
Area 4: Financial Performance 

The final area, Port Kaizen results can be clearly proven from the profitability margin of the 
company. In just a short span of four years of implementing Port Kaizen, MP has recorded a significant 
financial success. The ability to record higher profits allowed the port to justify purchases of new quay 
cranes to increase the GMPH level; new rubber-tyred gantry (RTG) cranes as well as other significant and 
expensive port supporting equipment. 

 

Market Rate 5% 
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Figure 18: Cost of Service & Gross Profit Margin 

  
The cost of services move in tandem with the revenue, as most of the direct costs are volume-linked 

cost. Prudent spending, reduction of operational wastage and rigorous cost optimization have enabled MP 
to maintain its desired gross profit margins of between 54% and 58% since 2014. This margin was further 
improved in 2020 with a record low operating cost of RM208 million and highest gross profit margin of 
62% since MP’s incorporation. 

 

Critical Success Factors 

There have been several studies on the reasons why companies implement Kaizen. There are also 
many articles explaining the benefits of implementing Kaizen in various organizations. However, for 
Kaizen implementation at a seaport, this paper may be one of the earliest to be documented – providing raw 
and analyzed success data for adopting the Kaizen concepts. 

Another study that needs further review is on reasons for failed Kaizen implementation at 
organizations. There are very limited documented reasons for Kaizen failures, and even smaller number of 
articles on the methods to escape pitfalls in Kaizen. 
 

According to Jancic et al (2020), organizations which practice Kaizen normally share a number of 
common success factors. Other researches, like in (Garcia, 2013), uncovered common reasons and methods 
to achieve Kaizen success.  In Hailu et al. (2017), the study has redefined Kaizen success as an organization 
is able to record increasing trend of employees’ performance and customer satisfaction. Table 7 shows the 
summary of the critical success factors for Kaizen implementation.   

Table 7 Critical Success Factors 
No Critical Success Factor Implementation ways 

1 Direction has to be top-down 
approach 

To integrate to the Kaizen principles in the strategic stage 

To establish a kaizen steering committee for continuous action. The committee is to report 
directly to the CEO 

2 Human resources interception 
To ensure all staff to undergo assigned levels of kaizen trainings for maximum 
participation 

To include performance matrix in the yearly evaluation model 

3 Visual Management System To ensure that all staff understand the situation and able to adopt where the company 
stands 

4 Implement the Growth Strategy 
To find ways for continuous improvement in all areas  
To find ways to reduce operation cost, thus increasing the profit 
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Conclusion 

This paper uses only selective techniques of Kaizen to be elaborated. Other techniques like 5S 
(Seiri, Seiton, Seiso, Seiketsu and Shitsuke), 5 Whys, Value Stream Mapping or the PDCA Cycles, although 
being used extensively at MP, are not mentioned in this paper. Kaizen has proven, repeatedly, to be one of 
the key management tools to increase productivity. It is no longer confined only to the Japanese managers, 
but can be expanded across all nationalities, cultures and industries. The Port Kaizen initiative by MP was 
one of the first in the world that has been recorded from seaport perspectives. As expected too, the Port 
Kaizen implementation has shown remarkable successes across many seaport areas. The many operational 
and human capital records shown a solid proof on how powerful Kaizen tools can be if they are implemented 
diligently. Port Kaizen starts from the top management and everyone contributes to its success.  
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