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2.2.1 Introduction
In this section, we explain how to create faultless phased plans with the Steplist Management method.
Based on a knowledge of input-output relationships, as in Fig. 2.2-1, and the procedure creation format
in Fig. 2.2-2, the Steplist method can accomplish the following:
(1) Transform the framework of rough procedures obtained by PMD into a detailed procedure of thought
and action.
(2) By using mechanism (1) above, concepts can be realized as procedures.
(3) One may allocate the various conventional management and development methodologies into an
input-output (causal) relationship to be used most appropriately.

2.2.2 Explanation of the Steplist format
(1) Thinking and procedures may always be considered repetitions of input-output (causal) relations.
To take a simple example, consider "How to cook rice well" in Fig. 2.2-1. We can understand it as "input
item (rice, water, heat), pre-assurance activity (cooking = how to create output from input)+ {assurance
conditions (strength and duration of heat), output item (cooked rice)}, post- assurance activity (taste the
rice) + {assurance conditions (the taster must know the tastes of the customer)}." By filling in the 4 frames
in the lower half of the figure, elements of thinking or operation can be faultlessly picked up.
(2) The framework in Fig. 2.2-2, read in the vertical direction, has eight steps, comprising four steps of an
inductive approach and four steps of a deductive approach for phased and faultless operations. Read in the
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horizontal direction, it assigns faultless items to the input-output (causal) relations stated above.
Fig. 2.2-3 is a restatement of the framework of Fig. 2.2-2 for better understanding. Fig. 2.2-4 explains
the eight steps of deduction and induction in an easy manner by means of a casual example.

2.2.3 The procedure to make a Steplist, and how to use it
(Explanation by means of the formats in Figs. 2.2-2 and 2.2-5)
(1) Confirm the subject name and enter it into the subject column. (Use the theme expression of PMD, or
revise it as necessary.) Fill in the Main Key Word of the PMD in the subtitle column. (Revise as necessary.)
(2) Guided by the subtitle (Key Word), fill in the step elements necessary to achieve the objective following
the arrows in Fig. 2.2-2 (B, C, D, and E columns). If necessary, use a large sheet of paper for the Steplist
frame, attach the cards describing each element, and examine their arrangement.
Make sure to tag the element name so that the output of the former phase comprises the input of the
next phase (cf. Fig. 2.2-3).
(3) Review the whole, and if there are processes, elements, conditions or other things missing which are
necessary to achieve the objective, add them. In column F (other conditions), fill in the note and advice
items which are common to the phase. In column G, fill in the name of the output decision-maker to move
to the next phase and the expected approval date. In column A (step content) give and fill in a suitable
name for each step content.
(4) In the upper right hand corner of the form, the highest authority gives his/her approval by signing, and designates the
promotion officer so that the operation proceeds along the Steplist. In column G, specify which phase of decision-making
the authority participated in.
(5) The promotion officer follows up on the directions. The parties concerned repeat thinking and action,
and make decisions for the next step to realize the objective result shown in column 7D.

2.2.4 Supplementary notes
(1) Details of "procedure (2)"
A. First, fill in column 7D (column for output item in the execution or implementation phase) with a
noun expression for the output item suggested by the Key Word. (An expression embodying the content is
desirable).
B. Fill in column 1B with the material and resources required first as the input to realize the output
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items in column 7D. Create the objects for 7D step by step by the following procedure:
C. Fill in column 2D (output item column for the basic idea) with item names appropriate as output.
D. Fill in columns 3-7D (output item columns) with the item names appropriate as output.
For the output items in each phase, fill in the pre-assurance activity, post-assurance activity, and input
item, so that there is the sequence "input item," "pre-assurance activity," "output item," and
"post-assurance for the activity input item of the next phase."
E. The expressions in the input or output item columns, such as PMD, directions, reports, or diagrams,
must be names of things. On the other hand, the expressions in the pre- or post-assurance activity
columns must be nouns expressing actions, such as making the directions document, information
collection, or approval.
F. The standard division is eight steps as in Fig. 2.2-6, but one may integrate or subdivide as necessary.
Even then, it is important to keep in mind the basic way of thinking for the 8 steps. (It is particularly easy
to forget the fourth phase, that is, 2nd information collection.)
In the following cases, additional steps are necessary.
a. Parallel operations are present in one step.
b. When decision-making may include "an offer and acceptance relationship"; for example, the price of
land. To make an appropriate offer and acceptance, one may request a report by a third party, which
leads to further steps. The number of steps necessary, for example, 10 or 12, will become apparent
as elements are filled in in the standard Steplist columns.
G. The above procedure for various elements and activities is followed to achieve the objective in 7D, but
there are cases when the steps do not form a logical sequence. In such cases, one tries to complete the
sequence in the following manner: "There should be something" - "Is a new way of thinking necessary?" “Put something in to connect the sequence" - "What should we put in?" - "What should we do here?" "What do we need here?" - "Is a new step necessary?" and add new steps if necessary. With the above effort,
what was invisible becomes manifest. This is the "procedurization of concepts," the creative result of the
SteplistSteplist.
H. The so-called evaluation standards for output correspond here to assurance conditions for pre- and
post-assurance activities, but if the conditions are tacitly understood, they can be omitted in the Steplist.
I. Not all the expressions extracted in PMD have to go into the Steplist. The Steplist is a place where the
causal relations and their assurance conditions have to be filled in. It is only necessary that the
expressions of PMD be embodied in the result.
J. The difference between the rough procedure, given by the PMD read from the bottom upwards, and
the detailed procedure, given by the Steplist, is that the PMD is a hypothetical (abductional)
procedure which is roughly created by communication between the forebrain and hindbrain. On the
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other hand, the Steplist is a procedure which adds a check by the communication between the left and
right brains to eliminate faults. Hence, it may be said the relation between the Steplist and PMD is
that first the framework is understood using PMD, and then a concrete faultless operational
procedure is created with the Steplist. (More hypothetical and detailed explanations are given in
Episodes 1, 2, 3, 5 and 7.) The above constitutes the mechanism of step creation in order to realize an
objective.

2.2.5 Examples
Fig. 2.2-7 is a Steplist made by an office worker to materialize the PMD of Fig. 2.1-1 in subsection 2.2.1
on the construction and management of an apartment house.
Some important lessons learned while making the Steplist were:
(1) By solidly arranging for the estimate in the breakdown structure phase prior to the actual estimate,
subsequent views hardly diverged between the owner and the contractor. Thus, smooth coordination was
secured up to the completion of the apartment.
(2) The owner realized the need for an instruction booklet for the tenants and a checklist for damages with
the cooperation of the tenants and the real estate agency, and made them. With the checklist for damages
an inspection list for repairs, and a procedure to check damages generated by the next tenant became
possible. This format utilizes the information of difference when tenants move in and out of the
apartment.
(3) With the instruction booklet, inspection checklist, and lease, satisfactory management between the
owner, the real estate agency, the contractor, and the tenants became possible. Owing to the contract and
format, each party could freely express their opinions and desires, leading to a satisfactory lease system
and operation of the apartment.
These ideas from 20 years ago have been adopted in modified form by apartment constructors and
mediators today.

2.2.6 Considerations
If we compare the PMD of Fig. 2.1-1 and the Steplist of Fig. 2.2-7, we realize the following:
(1) Block No. 9 of the PMD "Capitalize on the falling price of construction" corresponds in the Steplist
"what phase of output must be determined by when." The expression "Capitalize on the falling price of
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construction" in the PMD does not appear in the Steplist.
(2) This is what is meant by "the PMD read upwards gives only a rough procedure," and one understands
that a Steplist is necessary for creating a detailed procedure.
(3) Also, for each step of the Steplist, there is a column for filling in the conditions for pre- and
post-assurance activities, so a positive evaluation standard is available for ensuring the quality and the
timing of thought and action at that step.
(4) Fig 2.2-8 shows the double 4 boxes of a faultless Steplist, the PERT (Program Evaluation Review
Technique), and the corresponding comparison between the abilities of the left and right brains.
• Comparing the PERT with the Steplist, a Node in PERT terminology corresponds to where the
decision activities from the post-assurance activity to the input of the next step narrow into a single
channel.
• Also, if the content of the Steplist is compared with word order and the abilities of the left and right
brains, we can say the following (cf. Figs. 2.2-9 and 2.2-10)
• Input and output items correspond to the left (logical) brain, and work and sampling correspond to the
right (sensory and image) brain.
• If we consider the difference in word order between English and Japanese, we obtain Fig. 2.2-9. "I
make you happy" in English becomes "Watashi-wa (I) anata-wo (you) kofuku-ni (happy) suru (make)"
in Japanese. In this case, you and I are items that belong to the left brain. On the other hand, make
and happy are action and feelings, so they belong to the right brain. If we show this in Fig. 2.2-10, we
see that English requires three crossings between the left and right brain, but Japanese only requires
one. A phenomenon which may be evidence for this is that English-speaking people frequently shake
their heads when speaking, whereas Japanese rarely do. The difference in word order may affect how
people who speak different languages view things, think, and respond.
• Once the Steplist is created, the situation changes radically because thought and action can be
examined (see Note) in any order. In other words, the creation of the PMD and Steplist means that
purpose-measure relations, causal relations, procedures, and assurance conditions can be visualized
like a map from any direction so that, at least within this range, people of different languages may
combine their characteristics to create a common understanding and procedure.
Note: What does examine mean? Examine means creating two or more realistic plans or two
procedures, and then comparing and selecting from them.

2.2.7 Functions of Steplist management
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If the Steplist format is used in management plans, the following management functions are fulfilled:
1. Integration of available people, materials, money, time, technology, and information.
2. Standards for management and achieving motivation
3. Phased and assured procedures to achieve the objective and its operation
4. Integrated promotion system with good control
5. Place and sequence for an appropriate Offer and Acceptance relationship
6. Prevents embarrassing the people concerned
7. Proper management hierarchy
The following two cases explain the meaning of Item5 "Place and sequence for an appropriate Offer and
Acceptance relationship."
(Case 1) Buying and selling land
Let us suppose that a piece of land is being rented. If the tenant wants to buy it, the price will be that of
an ordinary lot. If the landowner wants to sell it, the price will be about half of an ordinary lot. This typifies
the sequence of Offer and Acceptance. It is possible that a scenario to achieve the desired result can be
created through a Steplist even though it may take a long time to realize the desired result in a socially
acceptable manner. However, if a scenario to achieve the desired result cannot be created through a
Steplist, it means that it is impossible to realize that scenario.
(Case 2)
Consider the case of developing a new product involving a huge investment. If the design is totally new,
various problems or defects may appear during its realization. This kind of trouble is usually first noted by
designers below middle management who have made the detailed procedure to proceed with the
development and have given explanations to their superiors and won approval. From this standpoint, the
more acute a problem is, the more difficulty the designers will have in admitting the problem.
Nevertheless, the problem must be quickly solved before the product goes to the market. To prepare for
this kind of situation, the instruction "If a serious problem becomes apparent, acknowledge it" may be
inserted in the post-assurance or output column. This will provide a place and sequence for correction.
In other words, if this clause is inserted, it becomes an order after the Steplist is approved by the highest
authority. Therefore, a system has been created in which problems can quickly be attended to.
Item 6 "Prevents embarrassing the people concerned" means the following:
When a more effective improvement plan is proposed, people may seek responsibility for why the plan was

03-Chap 2 R8

Copyright Michihiko Esaki 1998/2002

ISBN 0-941243-00-1

27

not thought of before. A pursuit of responsibility will embarrass the person in charge and his/her superior.
This is particularly true the simpler the improvement and the larger its effect.
If a Steplist is used, the message is communicated that "Things proceed by steps. If a previously
unknown element becomes clear, improvement becomes possible in the next step."
Therefore the attitude is fostered that "instead of looking at the result and pursuing responsibility, one
should focus positively on how to utilize the result." Thus, embarrassment is prevented.
Item 7 "Proper management hierarchy" will be explained in Chapter 3 with concrete examples of
Steplist level assignment.

2.2.8 Significance of Steplist management
The above constitutes the explanation of Steplist management, but we would like to add the following
remarks on its significance and utility:
1. If the problems which arise in achieving the goal are not complicated, conventional methods are
adequate, and the whole Steplist need not be used. However, the principles of the 4 boxes in the Steplist
and the rule of using the words "To what end?" in the beginning are the keys to correctly undertanding the
input-output (causal) relation, and running something effectively.
2. The Steplist method is just a tool. If procedures are adjusted and decided on, the Steplist does not need
to be made explicit at any time.
3. All conventional methodologies can be joined in purpose-measure relations and input-output (causal)
relations, so KJ, NM, VE, IE, QC, QFD, TAGUCHI, TRIZ methodologies and so on can be assigned to
their corresponding phases.
4. Setting the subtitle (Key Word) and stepwise target values creates motivation. Together with PMD,
information of difference, and the concept of the Steplist, a united judgment for group action becomes
possible. This opens the possibility of joining conventional management methodologies with the behavioral
sciences.
5. We can consider this to be a new language for creating the place and sequence of an appropriate Offer
and Acceptance relationship.

2.2.9 Acknowledgments
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Fig.2.2-1 Faultless relationship between input and output framework using the example of well-cooked
rice and its inspection work
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Fig. 2.2-3 Flow diagram of Steplist format contents
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Fig.2.2-4 Casual example of eight step
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:（e.g.）Business trip to OSAKA

Sub tytle（key word）:（e.g.）Go to OSAKA office from TOKYO

Phase
to
materialize
the
thought
result

03-Chap 2 R8

Deductive approach

Phase
to
think
about
many
thing and
decide to
do

Inductive approach

Phases

Activity contents

First information
Collecting

To investigate the trafic means to go
to OSAKA by train and airline time
table

Basic idea

Decide to go to OSAKA by HIKARISHINKANSEN by comarting the
information collected in former step

Breakdown structure
(Structurization)

How to go to TOKYO station and how
to reach to OSAKA office (e.g. By taxi
Or subway or bus)

P-D-S

PLAN

2nd information
collecting

Write application format to boss and
Get maney to go to OSAKA

Basic matter or
Basic design

Buy ticket to go to OSAKA

Detail matter or
Detail design

Decide suit, socks to go to OSAKA
and decide where to take lunch

Implement

Implement

DO

Review

Review result and decide how to do
next time

SEE

Copyright Michihiko Esaki 1998/2002

ISBN 0-941243-00-1

32

Fig. 2.2-5 Steplist Form
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2.2-6 Eight steps by faultless, inductive and deductive structure
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Fig.2.2-7 Example of steplist management

Subject: Construction and management of apartment house
Sub-title: To construct and run a apartment house
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Fig. 2.2-8 Correspondence between the faultless four frames, PERT and ability of the left and right
brains
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Fig. 2.2-9 Correspondence of language sequence between English and Japanese
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Fig 2.2-10 English and Japanese information flow inside the brain
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