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Abstract
効率と生産性を大きく向上させる上で、マネージメントシステムは超大衆的なものとなり、ISO9001/14001やト

ヨタのカイゼン活動、モトローラのシックス・シグマなどのシステムは基礎ビジネス用語になり、現在は教育を含
む多様の分野に適用されるようになった。PDCAは、経営上の問題解決や、マクロ目標の達成、さらに全体像に焦
点を合わせるために使えるものである。この各システムを実行するためには数々のプロセスや、組織が包括的目標
を達成する上で必要なタスクを確実にこなすための手順が重要である。さらに、論理的かつ有効的なことから、例
えばライティングの演習といった、マクロ目標による管理がない状況においても援用が可能である。この論文では
JABEEによるマントラの手引きの一つであるデミング/シューハートサイクルを学生によるビジネス文書作成の
スキルに活かすことを提案、方法論を示したものである。

Introduction
With organizations desperately trying to

improveefficiency and productivity,management
systemshavebecomeuber-popular.Systemssuchas
ISO9001/14001,Toyota'sKaizen,andMotorola'sSix
Sigmaarebasicbusinesslingo.Thesesystemsarenot
onlyusedincompanies;theyhavebeenappliedtoa
variety of institutions including academics.To
illustratethispointyouneedonlytowalkthroughthe
corridorsofthevariousCollegesofTechnology
throughoutJapanandcounthow manytimesyou
hearthelettersPDCA.

Forthemostpartthesesystemsareusedfor
administrative problem-solving and for fulfilling
macro-objectives;inotherwords,theyfocusonthe
bigpicture.Todothiseachsystem reliesona
multitudeofprocessesandprocedurestoensurethat
anorganizationcompletestasksrequiredtoachieve
itsoverallgoal.1Mostoftheseprocessesarelogical
andhighlyusefulandthereisnoreasonthatthey
cannotbeusedinanon-administrativesettingwith
micro-objectives,forexample in a classroom to
practicewriting.Thispaperwilltakeoneofthe
guidingmantrasfromtheJapanAccreditationBoard
for Engineering Education (JABEE),the
Deming/ShewhartCycle,andapplyittotheskillof
businesswriting.Itismyhopethatsuchanexercise
willimprovestudents'writingandbeofbenefitto
themintheirfuturecareers.

PDCACycleExplained
ThePlan-Do-Check-ActCycleisoftencalledthe

DemingCycleinhonorofthemanagementguruwho
popularizedit,W.EdwardsDeming.Buthehimself
calledittheShewhartCycleafterthemanwho
taughtittohim,histeacherWalterA.Shewhart.2

Furthercomplicatingthings,theCycleissometimes
calledthePDSACycle,wherethewordCheckhas
beenreplacedwithStudy.Whilewhattocallitmay
bebaffling,theCycleitselfisquiteeasytounderstand
anduse.
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Fig.1ThePDCA[PDSA]Cycle
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TheCycleiscomposedof4stages.InthePlan
stage,eitheranew ideaoranexistingprocess,
productorserviceisanalyzedforimprovement.Here
you also document your desired outcome.Do
involvestestingoutthenewideaorchange.Atthe
Checkstage,thetestisreviewedandtheresultsare
analyzed.FinallyActionistakenbasedonthestudy
instep3.3Ifimprovementhasbeenshownthenthe
Cycleends,ifnotthenadifferentplanshouldbemade
andpassedthroughtheCycleagain.Continuous
passage through the Cycle should resultin a
perfectedideaorchange.4Expectationsneedtohave
beenwelldocumentedinthePlanstage,sothatthey
canbecomparedtotheresultsfrom theCheck
stage.Withoutthisyouwillnotbeabletoreadily
identify what you learned.5 With that brief
explanation,let'sputthePDCA Cycletoworkand
applyittobusinesswriting.

Plan
Thefirstthingyoushouldconsideris"who"you

arewritingto:whatisthelevelofyourrelationship?
Generally speaking,allbusiness correspondence
shouldaim tobeasformalandprofessionalas
possible6,andwithfamiliaritycomesrelaxationof

thoserules.Butyoushouldpayattentiontothe
addressee'spositionorrank.Ifthepersonholdsa
positionaboveyoursthenitisuptothemtorelaxthe
rules.

Secondly,youmustthinkabout"why"youare
writingand"what"informationyouwouldliketo
share.Thiswillbelargelydeterminedbywhether
you aretheinitialcorrespondentortheperson
responding.Ifyouarestartingthecommunication,
thenyoudecidethecontents.Ifyouarereplying,then
youshouldtakenoteofanyquestionsthatwere
askedandanyinformationthatmighthavebeen
requested.Eitherway,makeachecklistofwhat
informationyouarehopingtocommunicate.Atthis
pointitiscriticaltostartdocumentingyourdesired
outcome.

Finally,youhavetodecide"when"and"how"you
wouldliketocommunicatetheinformation.Aprinted
letterwithasignatureismoreformalthanemailand
arguablyhasmoreofanimpact[attachmentsdon't
count].However,youhavetojustifytheturnaround
time.Duetophenomenasuchasglobalizationand
broadbandInternet,businesshasbecome24-7and
placedmoreimportanceontheage-oldsaying;timeis
money.Notonlyisemailfaster,it'scheapertoo.
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・writer/addressee's level of relationship?
・should the letter be formal or casual?

・is this the initial letter?
・is this a reply?

・what information should be included
・is there anything that needs to be answered?

・how much time do you have to reply?
・is there a need to be extra-formal?

・should you send an email or attachment?
・is a printed letter with a signature more appropriate?

Who

Why

What

When

How

Fig.2PlanningProcedure
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Do
Basedontheinformationgatheredfrom the

Planstage,thenextstepintheprocessistowrite
yourinitialdraft.Whiletheremay bealotof
informationthatyouwouldliketoinclude,youneed
torememberthatbusinesswriting should focus
primarilyontwopoints:precisionandpracticality.
Writingforbusiness"alwaysseekstoaccomplish
something:itreports,persuades,sells,evaluates,
summarizes,proposes,responds,inquires...alwaysa
meanstoanend."7

The easy-to-understand,simple message will
alwaystrumptheelegantly-writtenbutdifficult-to-
readletter.Beconciseinwhatyousay.A good
business letter is defined by the McGraw-Hill

HandbookofBusinessLettersasusuallybeingone
pagelong.8Withanemail,don'tmakeitanylonger
thannecessary.9Agoodguideistouse3sections:1]
whyyouarewriting,2]information&detailsand3]
whattodonext.Forthefirstandthirdsections,1-3
sentenceswillsuffice.Forthesecondsectionaseries
ofseveralshortparagraphsorlistsisrecommended.10

A basicformatisalsorequiredforbusiness
correspondence,complete with subject,contact
information,etc.Pleaserefertofigure3forthe
typicallayoutsofbusinesslettersandemail.The
itemsarelistedinorderfromtoptobottomasthey
wouldnormallybefoundinthecorrespondence.Note
thevariationintheorderoftheinformationbetween
thetwo.

Check
Now,you willproofread whatyou wrote.

Proofreading can be very time-demanding but
businessisallaboutpayingattentiontodetail.Andif
youweresuccessfulincommunicatingyourmessage
inaconciseway,thenyoushouldn'tneedmuchtime.
Pleasekeepinmind,thatintheory,proofreading[and
tosomeextentthePDCACycleitself]couldcontinue
indefinitelyinthequestforperfection.Alsorealize
thatexcessivetime-usagewillsurelyresultinlost
business.Your"aim istomakeyourwritingas
accurateandreadableaspossiblewithinyourtime
constraints."12

Proofreadingshouldbedoneseveraltimes.The
firsttimeyoushouldcheckforcomprehension.Ifyou
can'tunderstand whatyou wrote,you can be

guaranteedthatnobodyelsewilleither.Withtherise
ofWeb 2．0camealotoftranslation websites.
UnfortunatelymanypeoplerelyonlyontheEnglish
wordsgeneratedbythesetools,andnottheEnglish
they have spenta long time learning.Please
rememberthatfreetranslationtoolsareprobably
freeforareason.Translationsoftwareisgoodfor
words,butdon'tdependonitforgrammarandlong
sentences.Usethelanguageyouknow.
Whileproofreadingthesecondtime,checkthe

informationyouwroteagainstthechecklistyoumade
inthePlansection,toconfirmthatyouincludedall
theinformationyouhadplannedtowrite.Reviewthe
planning flow-chart,[fig.2]to ensure your
correspondenceiswritten in theintended style.
Finally,confirm youhaveincludedallthetypical
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Fig.3TypicalBusinessCorrespondenceFormat11
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elementsofcorrespondence[asshowninfig.3].
Afteryouconfirmthatallnecessaryinformation,

styleelementsandformattinghasbeenincluded,the
articleshouldbecheckedforspelling,punctuation
andgrammarerrors.Ifyouareusingacomputer,
thereisnoexcuseforspellingmistakes.Useaspell
checkprogram,andbecarefulthattheprogramfixes
thespellingmistakeanddoesn'tchangetheword
altogether.Double-checkthespellingofpropernames
and companieswith previouscorrespondenceor
information in print[phonebooks,directories]or

digitalform[companywebsite].
Ifyouareunsurewhetherornotacertainphrase

iscommonlyusedandyouareusingacomputer,then
copythephraseandaddquotationmarksatthe
beginningandendofit.Pastethisphraseintothe
Googlesearchbox,hitsearchandyouwillsoonsee
thenumberofhits.Whilethisisnotasgoodasa
propergrammaticalreferencebook,alargenumber
ofhitswillsignifythatthephraseiswidelyused,a
low numberofhitsmightsignifythatthereisa
problemwithyoursentenceconstruction.13

Fig.4ProofreadingChart

Themoreoftenyoudosomething,themore
familiaryoubecomeandthequickeryoucandoit
nexttime.Itbecomesroutine.Thinkaboutthefirst
timeyouwenttoanewschooloranewjob.Thefirst
timeyouwentthereseemedtotakesolong,butafter
afew timesitbecameroutineandthetraveltime
seemedtopassmorequickly.Thesameistruefor
proofreading,familiaritywillhastentheprocessand
errorswillbemissed.Youneedtotakeyourtimeand
checkeverythingcarefully.Agoodmethodtoslow
downtheprocessandincreasethelikelihoodof
catchingerrorsistofirstreadeachsentenceslowly
from starttofinish.Thenreadeachparagraphin
isolation,startingwiththelastparagraph.Finally
readthesentencesinisolation,startingwiththelast

paragraphandworkingyourwaytothefirstone.
Thismethodshouldhelpyoulimitthehastinessoften
causedbyfamiliarity.

Act
Depending on the information and results

obtainedinthepreviousPlan-Do-Actstages,thisis
eithertheendoftheCycleorthebeginningofanew
one.Infact,thePDCACycleneverreallystops,as
youcanneverreachperfection.Butyouhavetobe
realisticaboutthetimeyoutaketofinish.Deming
himselfdefinedqualityasresultsofworkefforts
dividedbytotalcosts.14 Inbusinesswriting,your
resultiswhatyouhavewritten,andyourcostisthe
timeyouused.Itcanbeexpressedinthefollowing
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equation:

Quality=writtenwork/totaltime
Simplyput,increasingthetimeyouspendonwriting
andcheckingdoesnotnecessarilycauseanincrease
inquality.

So you must make a decision.Does the
correspondence rise to the standard discussed
previously?Isitreadablewithfew errors?Doesit
completetheinitialobjective?IftheanswerisYES,
goaheadandsendtheemailorletter.Iftheansweris
NO,thenyoushouldre-evaluateyourobjectivesand
returntothePlanstage.

Summary
Management systems are quite popular in

businessbecauseoftheresultstheyeffect.Theyare
pervasive;theycanbeappliedtoalmosteveryfacet
ofwork.Butitisthispervasivenessthatoftenleads
toafeelingifinvasivenessamongthepeoplewhoare

being managed.People don'tlike being micro-
managed.AndthisisprobablyhowDemingfeltas
well.Inhisfamous14pointsformanagement,point
#1 concerned constantly striving towards
improvementandpoint#3spokeofnotdependingon
inspectionorsupervisionbutratherbuildingquality
fromthegroundup.15

Whilepeopledon'tliketobemicro-managed,in
thequestforqualityandimprovement,thereisno
reasontheycan'tbetheirownmanagers.Thisiswhy
thePDCACyclewascreated.Withitanybodycan
managetheirownwork,focusingonqualityateach
andeverystep.ThePDCACyclecanbeusedinjust
aboutanyenvironmentfrom runningahugemulti-
nationalcompanytowritingaresumetoworkatthat
verysameplace.
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