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In May, at Toyota’s financial results briefing, Akio reflected on the efforts the
company had made over the previous few years, saying:
“Over the past few years, we came to feverishly engage in both ‘a fight to bring back
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what makes us Toyota’ and ‘completely redesigning Toyota for the future’.

What exactly did he mean when he said “a fight to bring back what makes us
Toyota”? Revisiting messages he gave starting from a few years ago, one of the
things he repeatedly has said that makes us Toyota is the Toyota Production System,
or what is often called “TPS” in short.

Recently, internally at Toyota Motor Corporation in Japan, a new training program
was started to nurture a select group of so-called “TPS leaders” across the company

Touka 3penus Axkuo Toroabl HA
NMPOU3BOACTBEHHYIO cucTtemy Toyota

Yro takoe «IIpousBoacTBeHHas cucteMa 10yota»?

B mae, Ha 6puduHre no ¢puHaHCoBbIM pesynbTaTam, Toyota AKMo caenan BbiBog 06
YyCUAUAX, NpeanpUHATLIX KOMMNaHWeK 3a NpeablayLiMe HECKONbKO NeT, CKa3as:

«3a npolueawmne HECKOIbKO JIET Mbl CTa/IM IMXOPAZO0YHO Y4aCcTBOBATb KaK B «bopbbe
3a BO3BpalLeHMe K ToMy, YTO AenaeT Hac Toyota», Tak U B «NOJIHOM Nepeaesnke
Toyota ans 6yaywero».

YTO MMEHHO OH UMeN B BUAY, KOTAa cKasas «bopbba 3a BO3BpaALLEHME K TOMY, YTO
Aenaet Hac Toyota»? Bo3Bpallascb K NOCAaHMAM, KOTOPbIe OH AaBan B TeYeHue
HECKOJIbKUX NOC/eHUX /IeT, Of4Ha U3 BelLlei, KOTopble OH HEOAHOKPATHO roBOpUA —
4yTO Aenaet Hac Toyota — 3TO NPOM3BOACTBEHHAA cucTema Toyota, Uin To, YTO YacTo
COKpaLeHHO Ha3bIBatoT « TPS».

HenasHo BHyTpKu Toyota Motor Corporation 8 AnoHMuM 6bina 3anylieHa HoBas
nporpamma oby4yeHun ana oTobpaHHON rpynnbl Tak HasbiBaeMblx «1Maepos TPS» n3




from various divisions. The first cohort of the new program started this summer, and
the program itself is expected to continue for a certain period of time. As a symbol to
emphasize the importance of the program and to share his own thoughts as a
lecturer about TPS, Akio joined the kick-off session.

TPS may no longer be strictly an internal term at Toyota as there are now many
books from external experts explaining TPS. These experts outside of Toyota often
refer to TPS in management, manufacturing, or other process-development books
and/or seminars about how Toyota’s manufacturing is conducted. However, Akio’s
angle seemed to be a bit unique, and even used some rather usual explanations.

Toyota Times also joined the session and hopes to share how Akio explained the
topic of TPS at the training session. However, please note that he said that it’s “his
way of looking at TPS.”

pas/MYHbIX NoApa3aeieHnid No Bcell KoMnaHMK. ITMM NeTOM CTapToBasa nepsas
rpynna HOBOW NPOrpaMmsl, M OXKMAAETCA, YTO Cama nporpamma byaet
MPOAO0/KATLCA B TeYeHMe onpeae/ieHHOro nepmMoaa BpemeHun. Ytobbl noavYepKHYTb
Ba*KHOCTb NPOrpammbl U MOAENNTLCA CBOMMM MbICAAMM O TPS B KayecTse nektopa,
AKMO NPUCOEANHNACA K CTapTOBOM Ceccuu.

TPS 60s1ble He MOXKeT 6bITb Cyry6o BHYTPEHHUM TepMUHOM Toyota, NOCKO/bKY B
HACTOALUMI MOMEHT MUMEETCA MHOXECTBO KHUT OT BHELUHWX 3KCNepToB,
obbacHsaoWwmMx TPS. 3TK aKcnepTbl 3a Npeagenamm Toyota YacTo ccbinatotcs Ha TPS B
KHWUFax No MeHeaKMeHTY, NPOM3BOACTBY UK APYTMX NpoLeccax u/uam Ha
CeMUHapax 0 TOM, KaK OcyLLLecTBaAeTcA Npom3BoacTBo Toyota. OaHaAKo TOUKa 3peHus
AKMO Kazasnacb HEMHOIO YHUKA/IbHOM, M OH AaXKe UCNO/b30Ba HEKOTOpble

A0BOJ/IbHO 06blYHblEe 0H6BbACHEHUA. (CmpaHHbIe peyesbie 06opomel. BepoamHo, cKa3bieaemcs
deyKkpamHeili nepesod. — npum. nepes.)

Toyota Times TaK»Ke NpMcoegmMHUNACh K CECCUMN U HAaZeeTCA NOAENNTLCA TEM, KaK
AKMo 06bACHUAN Temy TPS Ha TpeHuHre. OgHaKo 0bpaTMTe BHUMaHME, YTO OH CKasar,
YTO 3TO «ero B3rnsaa Ha TPS».




1. Sakichi Toyoda looked to ease his mother’s burdens

The purpose of the training program is for Toyota’s management leaders who don’t
work at manufacturing frontlines to gain a deeper understanding about TPS to help
the company accelerate its efforts to bring back the essence of “what makes it
Toyota” as it looks to completely redesign Toyota for the future.

Akio started off the lecture by showing reports that had been submitted by the
participants in advance, saying, “it’s really typical of HR and their style of work that
requires you to make this kind of report.”

This drew some laughter from the participants. Akio continued, discussing the
reports:

Akio

| felt that all of you sufficiently captured certain keywords used at Toyota, but
something that concerned me was your stated determination to try to
“change Toyota any way possible by utilizing what’s learned and obtained
through this program.”

It is OK to have determination to make changes, but if you change everything
without a solid concept or target, you may end up just making things worse.

There are two key concepts deeply rooted in Toyota since its foundation, or
even before then. Do you know what they are?

Participant A
| think it is TPS and cost reduction.

Akio
TPS and cost reduction, | see. (Pointing a different person) How about you?
What do you think?

1. Cakutn ToMopa ctpemunca obneruntb 6pemsa cBoeit marepum
Llenb nporpammsl 06y4yeHMA COCTOUT B TOM, YTOObI ynpaBaeHyeckue nuaepsl Toyota,
KOTopble He paboTatoT Ha NepeaHEeM Kpae NpoM3BOACTBa, Noay4ymuan bonee rnybokoe
npeacrasneHme o TPS, yTO06HbLI NOMOYL KOMNAHUN AKTUBU3NPOBATb CBOU yCUINA NO
BO3BpPaALWLEHUIO CYLWLHOCTU «TOIO, YTO AENa€eT ee Toyota», MOCKOJIbKY OHU ULLYT
BO3MOXHOCTW NONIHOCTbIO Nepeaenats Toyota gnsa byayuwero.

AKMO Hayan NeKumto, NoKasas OTYETbl, KOTOPbIe BblAN OTNPaBAEHbl YY4aCTHUKaMU
3apaHee, CKasaB: «3To AeNCTBUTENbHO TUNNYHO Ana HR (KagpoBoi cnyx6bl) n nx
cTUNA paboTbl, KOTOPLIN TPpebyeT, YTobbI Bbl CAENANN TAKOM OTUYETY.

3T0 BbI3Ba/I0 HEBONLLLIOK CMEX Y YY4aCTHUKOB. AKMO NPOA0/IKMA, 0bCyKaaa 3Tn
oTYeTbl:

Akuno

Al yyBCTBOBA/, YTO BCE Bbl B AOCTAaTOYHOM CTEMEHM YI0BUAN ONpeaeneHHble
K/loYeBble CNOBa, UCNosib3yemble B Toyota, HO YUTO MeHA 06ecnoKomo, Tak 3TO
3aABNEHHAA BaMM PELUMMOCTb NOMbITAaTbCA «M3MeHUTL Toyota Ntobbim
BO3MOXHbIM CNOCOHOM, NCMONB3YA TO, YTO ObINIO M3Y4YEHO U NONYYEHO B
paMKax 3TOM Nporpammbi».

3T0 HOPMaZIbHO — UMETb PELLUMMOCTb BHOCUTb U3MEHEHWS, HO €C/IN BbI
MeHseTe Bce [BOKpyr] 6e3 YeTKoM KOHLEeNLUMN UK LLeSIn, B KOHEYHOM UTOre Bbl
MOKeTe TO/IbKO ycyrybuTb cutyaumtio.

EcTb AaBe KntoueBble KOHUeNuun, rnyboko ykopeHuslmecs B Toyota ¢ MOMEHTa
ee 0CHOBaHMA AN Aarke paHblle. Bbl 3HaeTe, YTO OHW cobon NpeaCcTaBAAOT?

YuyacTHuK A
A aymato, uto ato TPS 1 CHUXKeHMe 3aTpar.

Akuno
TPS 1 cHU}KeHWe 3aTpaT, MOHMMAto. (YKa3biBasi Ha Apyroro yenoseka) A Bbl?
Y1o gymaerte BbI?




Participant B
| think they are “Just-in-Time” and “automation with a human touch”, or
“Jidoka”

Akio
That’s it! This is what | wanted to hear! (everyone laughs)

| suppose you all think you understand what they are about since you have
been told that the two terms are the main pillars since you joined Toyota.

Some of you probably do understand, and some of you may feel you do while
you may not.

That is why | volunteered to be the lecturer today to help kick-off this TPS
training program. Hopefully, | can help narrow the gap of understanding
Jidoka and Just-in-Time between us.

First of all, let’s talk about Jidoka, but it’d be easier to explain the concept by
first showing the automatic loom invented by Sakichi Toyoda...

The participants then moved with Akio to the back of the classroom where an
automatic loom was showcased.

Akio

Sakichi was the son of a carpenter. It was said that he read various books and
studied every day, thinking about ways he could make a contribution to
society. Then, one thing came to mind while the young Sakichi was thinking
about his mother, and how she toiled to weave fabrics every evening and late
into the night. He wondered if there might be a way to ease her burden. That
was the focus of young Sakichi’s attention.

It may be well known that Toyota started from the invention of a wooden hand
loom, but the background of why Sakichi dared to invent such a machine may not be
known as much.

Y4yacTHUK b
A Aymato, 4YTo 3TO KTOYHO BOBPEMA» U «aBTOMATU3aALMA C y4acTMeM Ye0BeKa»
UAN «A3UA0Ka».

AKuno
BoT 1 Bce! 310 TO, UTO A XOTEN yCAblwaTh! (Bce cmetoTcs)

Al nonarato, Bbl BCe AyMaeTe, YTO NOHUMAETE, O YEM OHM, MOCKOJIbKY C Tex nop,
KaK Bbl NpucoeauHUANCL K Toyota, Bam ckasanu, YTo 3T ABa TEPMUHA
ABNSAIOTCA OCHOBHbIMM ONOPamM (KONIOHHaMM).

HeKoTopble 13 Bac, BEPOATHO, MOHUMAIOT, @ HEKOTOPble U3 Bac MOryT
YyBCTBOBATb, YTO NOHMMAIOT, B TO BPEMSA KaK Ha CaMOM Ae/ie MOTyT He
NOHMMaTb [4TO OHM 03Ha4atoT].

BoT noyemy cerofHa s BbI3Ba/ACA CTaTb JIEKTOPOM, YTOObI MOMOYb HayaTb 3Ty
y4yebHyto nporpammy TPS. Hagetocb, A cMory nomoydb COKPaTUTb Pas3pbiB
MeXKay HaMM B MOHUMAHUM «A3UA0Ka» U KTOYHO BOBPEMSY.

Mpeae Bcero, faBanTe NOroBOPUM O A3MA0KE, HO 6b110 Bbl Npolye
06BACHUTb KOHLEMLMIO, MOKa3aB CHayala aBTOMaTUYECKUI TKALLKUA CTaHOK,
nsobpeTteHHbl Cakntn Tononoi...

3aTem y4yacTHUKM nepeLusiv Bmecte ¢ AKMO B KOHeL, Knacca, rae 4eMOHCTPUPOBancs
aBTOMATMUYECKUI TKALIKUI CTaHOK.

AKkuno

CakuTK 6bIN1 CbIHOM NAOTHMKA. [OBOPU/IM, YTO OH YNUTA PA3HbIE KHUTU U
KaXKabl AeHb YYMACA, AYMaAs O TOM, KaK OH MOr Obl BHECTW BK/1ag, B 06LLLECTBO.
3aTem, Korga toHbli CakMTU Aymas O CBOe MaTepu 1 0 TOM, KaK OHa TKana
TKaHW KaXXAbllh Beyep 1 A0 NO34HEN HOYM, emy B FOI0BY NPULLIA O4HA MbIC/b.
OH 3agaBasca BONPOCOM, €CTb /IM cnocob 0beryntb ee bpemsa. 3Ta MbIC/b
6blna B LeHTpe BHMMaHNA monoaoro Cakutu.

Xopowo n3BecTHo, 4To KomnaHmA Toyota 6epeT CBOe Ha4ano C M306pETEHMFI
AepeBAHHOIo Py4YHOro TKalKOro CtaHka, HO NpU4nHbI, N0 KOTOPbIM Cakutu
ocmenunnca M306peCTM TaKyl0 MallnHy, MOTyT ObITb He TaK XOpOoLWO n3BeCTHbI.




Shoichiro
Toyoda

Kiichiro
Toyoda

Back when Sakichi developed his first automated loom, people had to use both
hands to control the threads of warp and weft. His invention allowed for his mother
to operate a loom using only one hand. His invention also helped improve the
quality, increasing overall efficiency and dramatically improving productivity.

B 10 Bpems, Korga Cakutu paspaboTan cBol NepBblii aBTOMATM3NPOBAHHbIN TKALKWUIA
CTaHOK, NOAAM NPUXOAMIOCH NCMOIb30BaTb 06e PyKK, UTOBbI YyNpaBAATb HUTAMM
OCHOBbI 1 yTKa. Ero nsobperteHre No3BoAnAO ero maTepu ynpasaaTb TKALKUM
CTaHKOM O04HOW pyKoW. [laHHOe n3obpeTeHune TaKKe NOMOT/IO0 YAYy4LLMTb KauecTso,
noBbIcKB 061LYyt0 3P GEKTUBHOCTbL M PE3KO NOBbLICMB NPOU3BOAUTENIbHOCTD.




Sakichi’s first invention: The Toyoda wooden hand loom

Akio

Often at Toyota, TPS is considered the process of making things efficient, and
you talk about changing the way of work as the purpose of applying it in that
context. But | think the purpose should be to make someone’s work easier,
and | believe this is the most reasonable way of understanding what it really is
about.

Then, Akio directed the participants to the next machine, called the “Type G
automatic loom.”

MNepBoe nsobpeteHne CaknTU: AepPEBAHHDLIV PYyYHOM TKaLKKI CTaHOK Tonoaa.

Akio

Yacto B Toyota nog TPS noHMMatoT npouecc NoBbiweHMA 3PPeKTUBHOCTH, 1 Bbl
rogopute 06 n3meHeHMn cnocoba [BbINOAHEHWSA] PaboThI C LLeNbIO
npumeHeHua [3Toro npoueccal B AaHHOM KOHTEKCTe. Ho s Aymato, UTo Lie/b
[OOJIKHA 3aK/o4aTbCs B TOM, YTObbI cAenaTh Ybto-To paboTy flerye, U A cYUTalo,
yTo 37O [06bACHEHME] — cambll NoAXOAALWMIA CNOCO6 AOCTUUYL NOHMMAHWUS, O
Yyem MAEeT peyb Ha camom gene.

3aTtem AKMO 06paTMA BHMMaHWE YY4aCTHUKOB Ha CeAYHOLWMI CTaHOK, KOTOPbIN
Ha3bIBa/ICA KABTOMATUYECKNI TKALKNI CTAaHOK Tuna G».




2. Improving productivity was not the main purpose

Akio
This “Type G automatic loom” is the machine that helped drive a drastic full
model change of Toyota’s business.

Automatic looms used back then were always monitored by one operator with
a mindset of “one person, one machine”. People were the guard of each
machine.

Why do you think it was that way?

It was because operators were unable to predict when “abnormalities” would
occur.

You might be wondering what the “abnormalities” were when weaving fabric
with automated machines.

The most common one was when thread ran out or got cut off for some
reason.

This machine was able to detect such abnormalities at a time when there
were no “sensors”.

2. NosbliweHWe NPOU3BOAUTENBHOCTU He Bbl/1I0 OCHOBHOM LieNblo

AKuno
3T0T «aBTomaTMl-IeCKVIﬁ TKaLI,KVIVI CTaHOK TMNa G» — MallnHa, KOTOpaA nNomorna
NMOIHOCTbIO U3MEHUTb Moaenb busHeca Toyota.

Mcnonb3yemble B TO BpeMaA aBTOMaTMUYEeCKMe TKALLKMe CTaHKK Bcerga
KOHTPO/IMPOBanINCb O AHUM ONepaTopom, MbliluneHNe 6bl210 TaKOBO: «O0aOUH
yesioBeK, 04Ha MalunHa». Jlloan CTOAAN Ha CTpaxey Ka)KAOﬁ MalNnHbI.

Kak Bbl AymaeTe, noyemy 3T1o 6bI/10 UMEHHO TaK?

3TO NPOU30LWAO NOTOMY, YTO ONEPATOPbI HE MO/ NPeACcKas3aTth, Koraa
NPOM30NAYT KAHOMANUN Y.

Bam MOKeT BbITb MHTEPECHO, KAaKOBbI BbIIM KAHOMaNNU» NPU U3FOTOBIEHUM
TKaHW Ha aBTOMATUYECKUX [TKaLKKX] mallnHax.

CaMbIMM pacnpoCTPaHEeHHbIMM OblIM CyYaun, KOTAa HUTb 3aKOHUYMIACh UK
obopBanacb NO KaKOM-TO NPUYUNHE.

STa MalmnHa YMe/ia BbIABNIATb TaKNME aHOMAJIMU B Te€ BpeMEHa, KOraa He eLlle
6b110 3/IEKTPOHHbIX OaTYNKOB.




The Type G automatic loom

With this automatic loom, Toyota was able to secure the capital required for it to
shift its business model from an automatic loom manufacturer to a car
manufacturer. This was enabled because a world-leading automatic loom company
in the United Kingdom asked Toyota to sell this automatic loom technology to them.

The primary feature of the technology was that it had created a system to detect
abnormalities in the production process.

The Type G automatic loom has a spring for threads of warp and weft respectively,
which uses its power to determine when the thread runs out and lead to replacing it
with a new one automatically, without the use of modern sensors or motors.

Akio continued on in his explanation of what improvements were made when
replacing thread, after determining when the thread runs out.

ABTOMATMYECKMI TKALKMUI CTAHOK TuMa G

Bnarogaps sTomMy aBTOMaTUYECKOMY TKaLLKOMY CTaHKy Toyota cMmornia noiyynTb
KanuTa/, HeobxoAMMbI A5 TOro, YTOObl USMEHUTL CBOIO BU3HEeC-moaenb ¢
npounssoanTena aBTOMaTU4eCKMX TKaUKMX CTaHKOB Ha npounssoanTena
aBTOMObWMIel. ITO CTasIo BO3MOKHbIM, MOCKO/IbKY BeAyLlas MMPOBasa KOMMNaHMUsA No
NPoOn3BOACTBY aBTOMATUYECKMX TKALKUX CTaHKOB 13 BennkobputaHuu nonpocuna
Toyota npoAaTb UM 3Ty TEXHOIOTMIO aBTOMATUUYECKUX TKaLKUX CTaHKOB.

[NaBHOM 0COBEHHOCTBIO TEXHONOTMK BbINO TO, YTO OHA co34ana cucTeMy AnA
06HapyXeHMA OTKNOHEHMI B NPOM3BOACTBEHHOM NpoLiecce.

ABTOMaTUYECKUI TKaLI,KMﬁ CTaHOK TMNa G nmeet NPYXWHbI ANnAa HUTE OCHOBbI U YTKa
COOTBETCTBEHHO, KOTOPbIE NCMNO/Ib3YIOT CBOKO CUNY, YyTOObI onpeaennTb, Korga HUTb
3aKaHYMBaETCA, U aBTOMATUYECKN 3aMEHUTb ee HOBOM 6e3 ncnonb3oBaHMA
COBpPeMEHHbIX AaTYNUKOB NN ABMFaTeﬂeVI.

AKMO NpoJonxmn ceoe 0b6bACHEHUNE TOro, Kakune yny4dweHumAa 6b1n caenaHbl npu
3amMeHe HUTKU, nocne onpeaeneHna Toro, YTo HATb 3aKOHYMUaCb.




Akio

When the thread runs out, this machine automatically brings another new
wooden pipe with new thread. The wooden pipe needs to have its thread end
out on the surface, and before this machine was invented, workers had to
suck it out by themselves. The problem was that there were lots of cotton
dust and workers often had their lung damaged because of that process.

The invention developed by Sakichi and his colleagues included a new feature that
made it not only easier, but safer for the workers by automatically bringing thread
end out on the pipe to where needed when the thread had been cut off.

Akio
This is one of Sakichi’s inventions.

When we say “invention”, it may sound like something very advanced, but it
was actually the result of Sakichi simply exploring a desire to do something for
his team members at the manufacturing frontlines who were suffering
damage in their lungs.

With this Type G automatic loom now equipped with a system to detect and
manage abnormalities, productivity dramatically improved. But please note
that the improvement in production was just a result [of trying to help his
team members].

Thus, seeing the employees suffering from damaged lungs, and hoping to keep
the machines from stopping due to abnormalities, a job that required the
employees to always stay close to the equipment, Sakichi aimed to create a
system that would determine what the abnormalities were caused by and
then coming up with ideas to prevent or stop such abnormalities. As a result,
productivity improved.

It's not the other way around. It’s not that he did all this just to improve
productivity.

AKuno

Koraa HUTb 3aKaHUYMBaETCA, 3Ta MalllMHa aBTOMaTUYECKU NoAaeT AePEBAHHYIO
TPYOKy C HOBOM HUTbIO. M3 AepeBAHHOM TPYOKU A0KEH CBMCATb CBOBOAHbIN
KOHeLl, HUTKU. [1o Toro, Kak bbisia nsobpeTeHa aTa mallMHa, paboymm
NPUX0AMI0Ch BbICACbIBATb 3TY HUTb [NpoAeBas ee Yepes TPyoKy]
camocTtoaTesibHo. [Tpobaema 3akatoyanacb B TOM, YTO BOKPYT 6b1710 MHOTO
X/IONKOBOM NblAN, U U3-3a 3TOTO NpoLiecca y paboymx 4acTo NoBpeX[annCh
Nerkue [T.e. BO3HMKaAM NpodeccuoHanbHble 3a601eBaHNSA Nerkmx).

N306peTeHne, paspaboTaHHoe CakMTK U ero Koeramu, BKNHOYano B cebs HoBYIo
bYHKUMIO, KOTOPas caenana paboTy He TO/IbKO npolue, Ho U 6e3onacHee Ans
pabounx, B cyvae 06pbiBa HUTU aBTOMATUYECKM NOABOAA TPYOKY CO CBUCAIOLWMM
KOHLOM HUTU TyZa, rae 3To Heobxoaumo.

Akuno
3To 04HO U3 n3obpeTteHnin CaknTu.

Korga mbl roeopum cnoso ((M306peTEHMe», 3TO MOXET 3By4aTb KaK 4YTO-TO
O4yeHb NpoABUHYTOE, HO HAa CaMOM Aene 3To 6bin pe3ynbTaTt TOro, 4ToO Cakutu
MNPOCTO UCNbITbIBaAN XKesaHUe cAeNaTb YTO-TO A4 Y1eHOB cBoel KOMaHAbl Ha
FlpOM3BOLI,CTBeHHOVI JIMHUN, Y KOTOPbIX 6b1m nospexaeHbl nNerkue.

Bnarofapsa Tomy, YTO aBTOMaTUYECKMI TKALLKUI CTaHOK TMNa G 6bla OCHalLeH
CUCTEMON 0BHapyXKeHUA U yCTpaHEeHUs aHOMaNUi (OTKNOHEHWUA OT HOPMbI),
Npon3BOAUTENBHOCTb Pe3Ko Bo3pocaa. Ho o6paTute BHUMaHWE, 4TO
yAydlweHve npor3BoACTBa HbI10 NPOCTO pPe3ybTaToOM [MONbITKM NOMOYb
CBOWM COTpPYAHMKaMm].

Taknum 06pasom, BUASA, YTO PabOTHUKK CTPaZAloT OT NOBPENKAEHUA NETKUX, U
HaZesncb NPeAoTBPATUTb OCTAHOBKY MALUWH M3-3a aHOMaMIA — paboTa,
KoTopas TpeboBana oT paboTHMKOB BCerga ocTaBaTbCs PALOM C
obopyaoBaHmem — CakUTU CTPEMMUICA CO34aTb CUCTEMY, KOTOPas onpeaensana
6bl, Yem ObINN BbI3BaHbl AHOMA/IMK, @ 3aTEM NPUAYMbIBAA UAEN MO
NpeAoTBPALLEHMIO UAN UCKTIOYEHMIO TAaKMX aHOMaNWIA. B pesynbTaTte
NpPOW3BOAUTENBHOCTb NMOBbLICUAACD.

He Hao6opoT. [leno He B TOM, YTO OH Zlenas BCe 3TO TO/IbKO YTOObI MOBbLICUTb
NpPoOn3BOAUTENbHOCTD.




Sakichi’s inventions were all rooted in going and seeing the manufacturing frontlines,
and thinking about how to make people’s work easier. One result of doing this was
improving the efficiency —Akio stressed this point.

3. How Akio sees Jidoka (automation with a human touch)

Akio
Again, this is just how | see it, but Jidoka is about being centered on people.

It's about thinking as if you were the one working there.

You can’t just make orders to improve efficiency or reduce resources while
you are in a safe zone and not at the frontline.

There’s also this idea about adjusting the work to match the full output of one
manpower (pursuing Ichi-nin-ku in Japanese).

This concept of “Ichi-nin-ku” means the amount of work, the workload or capacity,
that one worker can or should accomplish in a day. Akio continued his explanation
on this.

Akio
Let’s see why we pursue this idea.

We all only have 24 hours in a day. You don’t get more hours, like 48 hours in
a day, when you are busy.

This 24 hours is a condition equally applied to all. That time includes family
and a private time, but a lot of it is devoted to work for a company.

Knowing this, supervisors must make the work being done by team members
as meaningful as possible. That is what Toyota’s manufacturing frontlines have
been pursuing.

KopHu Bcex nsobpeteHunin Caknutm nponcxoamnnm ms Toro, 4Tobbl natu u [ceommm
rnasamu] BMAETb NPOU3BOACTBEHHbIE IMHUN U PA3MbILL/IATbL O TOM, Kak 061er4ymTb
paboty ntogam. OgHMUM U3 pe3ynbTaToB TOro, YTO OH 3TO AeNa, CTano NoBblleHue
3 dEeKTUBHOCTM — AKMO NOAYEPKHYN STOT MOMEHT.

3. Kak Akno Bnaut a3maokKy (aBTomatmsaumio ¢ yyactuem

yenoBeKa)
AKuno
OnATb *Ke, 3TO TONbKO TO, KaK A 3TO BMXKY, HO A3MA0Ka COCpe0oTOYEHA Ha
naax.

Peub MAET 0 MbILIAEHMM TaKUM 06pa30oM, KaK ByATo Bbl OAMH U3 TEX, KTO Tam
paboTaer.

Bbl HE MOKeTe NPOCTO OTAABaTb MPUKa3bl MO NOBbIWEHUIO 3DEKTUBHOCTH
WAW COKPALLEHMIO PECYPCOB, EC/IN Bbl HaxoauTechb B 6€30MacHOM 30He, @ He Ha
nepenoBo.

34ech TakKe NPUCYTCTBYET MbIC/Ib O BbICTpanuBaHUM PaboTbl TakMm obpasom,
yTObObl OHA COOTBETCTBOBA/1A MOJIHOM NPOU3BOAUTENBHOCTM OAHOM paboyen
cunbl (NO-ANOHCKK, 3TO CTpeMsieHue K Ichi-nin-ku)

ITOT KOHUENT “UuYn-HUH-KY” 03HaYyaeT obbem paboTbl, pabouyto HarpysKy Mam
NPOM3BOAUTENIbHOCTb, KOTOPbIE OAMH PAabOTHUK MOXKET UW emy cneayet
BbIMO/IHWUTbL 33 A€Hb. AKMO NPOAOJIKNA CBOM 06BACHEHWA NO 3TOMY NOBOAY.

AKno
[asaite nocmMoTpuM, noyemy Mbl NPULEPHKMBAEMCA 3TOM UAEN.

Y Bcex Hac Bcero 24 4yaca B cyTKax. Koraa Bbl 3aHATbI, Y Bac He byaeT 6onblue
YacoB B CyTKax, Hanpumep 48.

37K 24 Yaca ABAAIOTCA YC/IOBUEM, PAaBHO NPUMEHUMbIM KO BCEM. DTO BpemMs
BK/1IOYAET B Ce€6A CEMbIO U IMYHOE BPEMA, HO 3HAYMTE/IbHAA ero YacTb
nocesLeHa paboTe B KOMNAHWUN.

3Has 3To, PYKOBOAMTENN AOJIXKHbI CAENaTb PAaboTy, BbIMONHAEMYHO
MCMNONHUTENSAMM, HACTOJIbKO COAEPKATENbHOM, HACKOIbKO 3TO BO3MOXKHO. 3TO
TO, K YeMy CTPEMMU/IUCb NPOU3BOACTBEHHbIE MHMMK Toyota.




In other words, increasing work that truly adds value while reducing work
processes that are redundant or cause team members to wait.

So my personal take on TPS is that it is “centered on people,” and this is the
mindset | would like for all of you to take with you.

Akio speaking to the group at KIZUNA, a corporate retreat and training center in Japan

Sometimes TPS is seen as something that is there to enhance work.

One of the ideas embraced within TPS is an obsession to eliminate things deemed
unnecessary or that interrupt work, such as waste, overburden, and unevenness.
However, that might lead people to imagine harsh working conditions where no rest
is allowed.

But knowing that TPS originates in the idea of making work for someone like your
own mother easier, people might come to form a different impression of what it is
really about. Similar to what Sakichi pursued, it is about creating more free time for
workers by eliminating waste in work processes to reduce overtime. When the value

Opyrumu cnosamm, ysennyeHune obbema paboTbl, KOTOpasa AENCTBUTENBHO
[o6aBnseT LeHHOCTb (MPUHOCUT NoAb3y), NPYU O4HOBPEMEHHOM COKPALLEHMM
paboymx NPOLLeCcCcoB, KOTOPble ABAAOTCS TUWHUMMK UK 3aCTaBASAIOT
pPabOTHUKOB X AaTb.

UTak, moe nyHoe mHeHue o TPS 3akntoyaeTcs B TOM, YTO OHa
«Ye/IOBEKOLEHTPUPOBAHHAA» U 1 XOTeN bbl, YTOObI UMEHHO 3TOT 06pa3
MbILL/IEHUA Bbl BCE YHEC/IU C COOOMN.

Akuno pasrosapusaeT ¢ rpynnoi B KIZUNA, KopnopaTMBHOM peTpute 1 yyuebHOM LieHTpe B ANoHMK.
MHOI',CI,a TPS paccMaTpmnBaEeTCA KaK HeyTo, yaydllatollee pa60Ty.

OfHa 13 naen, NpuHATLIX B paMmkax TPS, — 3T0 HaBA34YMBaAA MbIC/b YCTPAHUTL BELLM,
KOTOPbIE CYUMTAIOTCA HEHYXKHbIMM UM KOTOPble MeLwatoT paboTe, Takne Kak notepwu,
neperpyska v HepaBHOMEPHOCTb. O4HAKO 3TO MOXKET NPMUBECTM K TOMY, YTO /Il0AM
6yayT npeacTaBnaTb cebe 6e3rKanocTHble (CypoBble) ycaoBuMA TPyaa, OTAbIXaTb B
KOTOPbIX HEAOMYCTMMO.

Ho 3Has, yto TPS 6epeT cBoe Havasio B naee obaerdyeHns paboTbl 414 TaKUX NOAEN,
KaK Balla cobcTBEHHasA MaTb, Y /IIOAEN MOXKET CNOKUTLCA APYroe NpeacTaB/ieHune, o
yem UaeT pedb Ha camom gene. NoaobHo Tomy, UTo nNpecnenosan CakuUTH, pedb UaeT
0 co3aaHun bonbliero KoamMyecTsa cBOH6OAHOrO BpeMeHU ana paboTHUKOB 3a cyeT




of a worker’s time is realized, work is adjusted to maximize the output possible from
manpower.

4. How Akio sees Just-in-Time

Next, Akio shifted to explain the other pillar of TPS, Just-in-Time.

To illustrate this concept, it is time to turn to Sakichi’s son, the founder of Toyota
Motor Corporation, Kiichiro Toyoda, who introduced and implemented it. A phrase
that is commonly associated with this concept is: “C what is needed, when needed,
in the amount needed”. On this concept, Akio offered a unique explanation. When
reading the back and forth between Akio and a workshop participant, please pay
attention to the key phrase of “lead time.” Here, it is specifically referring to the
amount of time required for products or services to be delivered from when they are
ordered.

The conversation will include the discussion leading up to it as it was also interesting.

Akio

What comes to your mind when you think about Just-in-Time?

Participant C
Provide what is needed, when needed, in the amount needed.

Akio
That’s correct, but what is the practical meaning of it?

Participant C
Um...

Akio
Considering a “what is needed when needed” approach, to respond quickly to
customer needs, there would need to be a lot of inventory, right?

yCTpaHeHuA noTepb B paboumx npoueccax A5 COKpaLleHMa cBepXypoYHOin paboTbl.
Koraa oco3HaeTcs LeHHoCTb paboyero BpemeHu, paboTta KOppeKTUpyeTca Takum
06pa3om, YTOObl MAKCMMMU3NPOBATL BO3MOXKHYHO OTAAYy OT TPYA0BbIX PECYPCOB.

4. Kak AKHO BUIHUT CHCTEMY «TOYHO BOBpeMsD)

3atem AKKMO nepeluen K 06bACHEeHUIO Apyroro ctosna TPS: «TOYHO BOBpeEMSA».

YT106bI NPOUNNIOCTPUPOBATL 3TY KOHLUEMLMIO, HYXKHO 06paTUTLCA K CbiHy CakuTy,
ocHoBarTesto Toyota Motor Corporation Kunumnpo Toltoae, KOTopblii ee npeacTasua m
peanusosan. Ppasa, KOTOpas 06bIYHO ACCOLMMUPYETCA C ITON KOHLLENLMEN:
«ObecneybTe TO, YTO HEOBXOAMMO, KOraa HeobxoaAnMmo, B Heobxo4MMOoM
KoaundecTtse». ITOM KOHUENUUN AKMO NpeaoxKun yHUKanbHoe obbAacHeHWe. YuTas
nepenncky mexay AKMo U y4acTHMKOM CeMUHapa, 06paTnTe BHUMaHME Ha
KNtouYeByto ppasy «Bpems BbINOAHEHMA 3aKa3a». 34eCb peyb UAET KOHKPETHO O
KoAun4yecTse BpemMmeHU, HeobxoAMMOM ANA AO0CTaBKM TOBAPOB UM YCAYF C MOMEHTa
MX 3aKasa.

Pasrosop 6yp,eT BK/1HO4aATb O6CY)K,£I,EHVI€, npeawecrsoBaBllee emy, TaK Kak OHO ToXXe
6b110 UHTEPECHbIM.

AKno
Y10 NpmuxogMT Bam Ha yM, KOr4a Bbl AyMAeTe O «TOYHO BOBpeMaA»?

YyacTtHuK C
0Ob6ecneynTb TO, YTO HEOOXOAUMO, KOTAa 3TO HE0H6X0AMMO, B HEOHXOANMMOM
KoanyecTse.

AKuno
9TO NpPaBWU/IbHO, HO KaKOW B 3TOM MPaKTUYECKUIA CMbICN?

YyactHuK C
IM...

AKuno
YuunTbiBaA NOAX0A, «UTO HYXKHO, KOTZa HYHO», YTobbl BbICTPO pearnpoBaTb Ha
NoTpebHOCTU KNNEHTOB, NOTPebyeTcA MHOro 3anacos, BEPHO?




Participant C
Normally, yes.

Akio
One finished vehicle consists of about 30,000 parts.

Participant C
Right...

Akio
So, it would follow that for a production line to flexibly produce orders quickly,
a tremendous amount of inventory would need to be present, right?

Participant C
But if we know and can meet what customers want...

Akio
Who do you mean by “customers”?

Participant C
Each downstream process... or our final end users.

Akio

But we sell around 10 million new vehicles annually, and that means we have
the same number of customers. How can we understand what is needed by
each specific customer? It would be impossible to do.

So what do we do? We have to have a lean operation in place to detect
abnormalities right away and stop what is in the pipeline so that we can make
improvements quickly.

And that’s why we need just in time.

|II

Granted that this is my way of understanding it, but | think the “too
“concept” that helps make this easier to understand is “lead time”

or

YyactHuK C
0O6bIyHO aa.

AKuno
OAuH roToBbii aBTOMObMAL cocTouT NnpumepHo 13 30 000 getanen.

YyacTtHuK C
MpasunbHO...

AKuno

W13 aToro cneayet, 4to gns Toro, YTo6bl NPOM3BOACTBEHHASA IMHMA MOTN1a TMBKO
1 BbICTPO NPOM3BOAMTL 3aKasbl, HEOBXOAMMO Ha/IMUME OFPOMHOIO KOJIMYecTsa
3anacos, BEPHO?

YyactHuK C
Ho ecnu mbl 3HaeM M MOXKEM YA0BNETBOPUTL NOTPEOHOCTU KNNEHTOB...

AKuno
Koro Bbl nogpasymesaeTte Nog KKANEHTaMU»?

YyacTtHUK C
Kaxkabii nocnepyowmii NpoLecc... UM Halwu KOHeYHble N0/1b30BaTe .

AKuno

Ho mbl exxerogHo npogaem okosio 10 MMAZIMOHOB HOBbIX aBTOMObWAEN, @ 3TO
3HA4YUT, YTO Y HaC TaKoe e KOJIMYEeCTBO K/IMEHTOB. Kak MNOHATb, YTO HYXHO
KaXKA0MY KOHKPETHOMY 3aKa3umKy? ITO HEBO3MOXKHO CAenaTb.

TaK yTOo e Ham fAenatb? Mbl LOKHbI UMETb ONepPaLMOHHYHO cpeay ¢
MWHUMANbHBIMW 3aMacaMu, YToObl Cpasy ke 0OHaPYKMBATb OTKIOHEHMA U
OCTaHaBAMBATb TO, YTO HAXOAMUTCA B NMOTOKE (Ha KOHBeWepe), YTObbl Mbl MOT/IN
ObICTPO BHOCUTb YyYLLEHUS.

M noaTomMy Ham Hy*KHa [cucTema] «TOYHO BOBpEMA».,
KoHeuyHo, 3To Mo cnocob NOHMMAHUA 3TOrFO, HO A AYMalt0, UTO KUHCTPYMEHT»

NN «KoHuenuumAa», KoOTopble NMOMOratoT 3TO sierye NOHATb, — 3TO «BPEMA
BbIMNO/THEHUNA 3aKa3a».




At Toyota, a common term for the next process, whether it be in manufacturing or in
an office workflow, is “downstream process” or “Ato-Kotei” in Japanese. Those in the
downstream are considered a “customer.” When thought of this way, those engaged
in the work will try their best to avoid providing their downstream customers with
defects. If this mindset is adopted and ensured in each process, the result is that
there will be no chance that the final end users receive something defective.

In addition, the workers also start thinking about how they can contribute to making
the work at the next process easier, making adjacent processes collaborate to make
improvements. The result from those efforts is higher productivity, and how it should
be achieved, according to TPS.

Usually, people working at Toyota think that “Just-in-Time” is only about delivering
their product to a downstream process in a just-in-time manner, but what Akio was
trying to convince the participants to do was to look at the bigger picture, to consider
and think about it from his perspective, where he sees things as they relate to the
company as a whole and how to deliver Toyota’s vehicles to the end customers “just-
in-time.”

Often, even with the same model being produced, there are many variants.

The variants can include trim, exterior color, interior color, audio...etc. Using only
Prius in Japan as an example, the number of possible patterns would be more than
14,000. Surprisingly, this is even the result of efforts to reduce the number of
patterns; it was more than 48,000 before. And this is only for the Prius in one
market! The number of patterns would be much larger when including vehicles
bound for overseas markets.

If all kinds of inventory has been built, it may be possible to provide vehicles to the
customer in what feels like a more true just-in-time fashion (time from order to
delivery), but on a scale this large, it is not possible. However, this does not mean
that Akio is saying to give up. Rather, he insists that the goal should be pursuing
shorter lead time and continuing to do things in a just-in-time way as much as
possible.

B Toyota obwmin TepmKH ans cnegytolero npouecca, 6yab To NPOU3BOACTBEHHbIN
N oPpUCHbIM pabounit npoLecc, — KNPOLECC HUXKE Mo TedeHuto» nnun «Ato-Kotei»
Ha ANOHCKOM A3blKe. Te, KTO HAXOAMUTCA HUMKE MO TEYEHUIO, CHMTALOTCA KKANEHTAMMY.
Koraa mbicasT Takum obpasom, Toraa Te, KTo BbINOJIHAOT paboTy, byayT npuaaratb
BCe ycuams, 4Tobbl He co3aaBaTb AedeKTbl 417 CBOUX KIMEHTOB HUMXKE NO MOTOKY.
Ecnn Takoit 06pa3 mblwneHua byaet npuHAT M obecrneyeH B KaXKaoMm npouecce, B
pe3ynbTaTe y KOHEYHbIX NONb30BaTeNel He By AeT HUKAKMX LWAHCOB NOAYYUTb YTO-TO
nedeKkTHoe.

Kpome Toro, paboume Tak¥e HaumHatoT AymaTb O TOM, Kak OHU MOTYT BHECTU CBOM
BKNag, B obneryeHme paboThbl ceaytoLero npoLecca, 3acTaBass CMeXHble NpoLecchl
COTPYAHMYaTb ANA BHECEHMA YAyYlleHMIA. Pe3ynbTaTom 3TUX ycunuii asnaetca 6onee
BbICOKas NPOM3BOANTENbHOCTb U COOTBETCTBME TOTO, KaK OHa A0/IKHA A0CTUraTbCA
[cornacHo] TPS.

O6bluHO Ntoaun, paboTatowme B Toyota, AyMatoT, UTO «KTOYHO BOBPEMA» O3HAYaeT
TOJ/IbKO CBOEBPEMEHHYIO MOCTAaBKY MX NPOAYKTA B MOC/EAYHOLWMIA NPOLECC, HO YTO
AKMO NbITaNCA AOBECTM A0 CO3HAHMA YY4ACTHUKOB — 3TO WMPE NOCMOTPETb Ha
KapTMHY, 4TOBbl PacCMOTPETL 3TO M NOAYMATb C €70 TOYKM 3PEHWUA, r4e OH BUAMT
BELUM, KaK OHWN OTHOCATCA K KOMMNaHUKM Kak equMHOMY LLe/IOMY M KaK NoCTaBAATb
aBToMO6uIM Toyota KOHEUHbIM KIMEHTaM «TOYHO BOBPEMSA».

YacTo paxke Npu BbiNycKe O4HOM U TOW e MOAENN CyLecTByeT MHOMKECTBO
BapUaHTOB.

BapuaHTbl MOTyT BK/ItOYaTb OTAE/KY, LIBET Ky30Ba, L|BET CaJIOHa, ayANOCUCTEMY... U T.
4. Ecnn B3ATb B KauecTse npumepa TobKo Prius B AMOHUM, KOANMYECTBO BO3MOMKHbIX
ncnosiHeHui (Komnaektaunin) byaet 6onee 14 000. YaANBUTENbHO, HO 3TO pe3ynbTaT
YCUAUIA NO COKPALLLEHMIO KOJIMYECTBA UCMOJIHEHWUI; paHblue ux 6bin1o 6onee 48 000. U
3TO TO/IbKO AN Prius Ha ogHoM pbiHKe! KonnyecTBo ncnonHeHui bygeT HaMHOro
60/blue, ec/IM BKHOYUTb aBTOMOBMAK, NpegHa3HAUYeHHble 1A 3apy6eKHbIX PbIHKOB.

Ecnn cosaaTh 3anmachl Bcex [McnoHeHUt aBTomobuneit], MoXeT oKasaTbeca
BO3MOXHbIM NPeAoCTaBAATb TPAHCMOPTHbIE CPeAcTBa NOKyNaTenam Tak, YTobbl 3TO
YYBCTBOBA/I0Cb KaK BoJiee HacToALMIN NOAX0, «TOYHO BOBpema» (Bpems OT 3aKasa
[0 [0CTaBKK), HO NPu TakoM 60/bLLIOM MacluTabe 3TO HeBO3MOXKHO. O4HAKO 3TO He
03HayaeT, 4To AKMO npm3biBaeT caaTbcA. CKopee, OH HacTaMBaeT Ha TOM, UTO Lie/b
[0/IKHA 3aK104aTbCA B TOM, UTOBbI CTPEMMUTLCA K COKPALLLEHUIO BPEMEHU
BbINO/IHEHUA 3aKa3a M NPOAO/XKaTb paboTaTb METOA0M «TOYHO BOBPEMSA»,
HACKONIbKO 3TO BO3MOXHO.




5. Achieving lead time at Sushi restaurants?

It was here in the lecture that Akio shared an example related to food to get his point
across, in the form of how operations are done in authentic Sushi restaurants in
Japan. Sushi restaurants are known for the freshness of their products, but also for
their ability to take orders and fulfill them quickly.

Akio

When you go to supermarkets, there are lots of final products immediately
available for you. But when you go to an authentic Sushi restaurant, are the
finished orders just waiting in front of the chef?

| don’t think so.

Sure there are large pieces of raw fish prepared, but are they cut into pieces in
a final form? No.

After you place your order, the chef takes out a slice of the raw fish, cuts it to
size, combines with rice to make the sushi piece and delivers it to you. The
point I'm trying to make is that keeping lead time short is something that
matters.

You can’t prepare every specification in advance for 10 million customers.

It’s important to understand what we can’t do. The key then is trying to
shorten lead time.

Therefore, similar to the Sushi example, the ideal for Toyota would be to
manufacture vehicles just after an order comes in from customers, by having
preparing parts on hand to quickly assemble and then deliver to customers, but that
is not realistically possible.

That is why Toyota believes and places emphasis on continued efforts to shorten the
lead time at each process.

5. Kak mocTuraiorcsi [KOpoTKHe| CPOKH BBITIOJTHEHHS 3aKAa30B B
cylIu-pecTopaHax?

UmeHHO 34ecCb, Ha 3TOM Nnekuum, yTObbI AOHECTU CBOIO TOYKY 3peEHUA, AKno
nogennnca npumepom, CBA3aHHbIM C ep,oﬁ, npumneogAa NpuMep 1O, Kak 3TO AeNaeTCA B
AYTEHTUYHbIX CYWWN-PECTOPAHAX B AnoHuun. CyLLIVI-pECTOpaHbI MN3BECTHbI HE TOJIbKO
CBEXECTbIO CBOUX NPOAYKTOB, HO U YMEHNEM 6bICTpO NMPUHUMATb U BbINOJTHATb
3adKas3bl.

AKuno

Korga Bbl MaeTe B cynepmapKeT, TaM BamM HEMEAJ/IEHHO A0CTYNHO MHOMKECTBO
roToBbIX NPOAYKTOB. HO KOraa Bbl MAETE B ayTEHTUYHbIN CYLUN-PECTOPAH,
JIeXKaT /11 TOTOBbIE 3aKasbl U XKAyT an [Bac] nepes wed-nosapom?

He gymato.

KoHeuHo, Tam MMmetloTca NoAroToBAEHHbIe 60bLUME KYCKU CbIPOM pbibbl, HO
Hape3aloTCA /I OHU Ha KYCKW B OKOHYaTe/IbHOM Buae? Her.

Mocne Toro, Kak Bbl cAenaeTe 3aKas, Wwed-noBap AOCTAET KYCOK CbIpoit pbibbl,
Hapes3aeT ero no pasmepy, COeAUHAET C PUCOM, YTOObI MOAYYMAOCH CYLLN U
nepegaet Bam. CyTb, KOTOPYIO A MbITAlOCb NOAYEPKHYTb, 3aK/1H0HAETCA B TOM,
YTO OYEHb Ba*KHO COKPATUTb BPEMS BbINOJHEHWA 3aKasa.

Bbl He MoXKeTe NoAroTOBUTb KaXKAyto KOMMMJIeKTauMIo 3apaHee oaA 10
MWNNTNOHOB K/IMEHTOB.

Ba*KHO NOHMMaTb, YMO Mbl HE MOXeM Aenatb. Toraa [Mbl NOHMMaeMm, 4To]
rNaBHOE - MbITaTbCA COKPATUTb BPEMS BbIMO/IHEHMA 3aKa3a.

CnepoBaTtenbHO, KaKk U B NPUMEpPE C CYLUM, UaeanbHbiM aas Toyota 66110 bl
NPOM3BOACTBO aBTOMObGUEN cpa3y Nocae TOro, Kak NoCTynu 3aKas oT
KVEHTOB, MUMEeS NMOJ PYKOWN roTOBblE KOMMOHEHTbI A1 6bICTPON COOPKU U
nocieaytoLLen LOCTaBKM KANMEHTAM, HO B PeasIbHOCTM 3TO HEBO3MOMKHO.

Bot noyemy Toyota CHUTAET N ygenaer ocoboe BHMMaAHUE NOCTOAHHbIM
yCnanam no CoOKpaweHno BpeMEHU BbINMOJTHEHNA 3aKa30B Ha Ka*XA0M 3Tane.




6. “Genba” matters more than titles

After Akio completed his explanation, one participant raised his hand and shared a
comment.

Participant

Thank you very much for your time today. I've been at Toyota for 20 years
now, and this was my first opportunity to be this close to you, so I'm pretty
excited.

When | had just joined the company, my general manager taught me that
“work is about to making life easier for others.” Now, 20 years later, hearing
your view on Jidoka, or looking to take unnecessary burdens from others
around you, | feel like everything has come together in this moment.

The energy and passion | felt from you today is something | will take back and
share within my division and beyond.

In response, Akio took a moment to share his experience when working on
productivity improvement at dealers, something he did when he was a project
general manager years before.

Akio
| would often face challenges when doing kaizen activities together with
dealer staff members.

Whenever there were issues, the mechanic or the sales staff at the frontline
were bothered most by it.

Though they would share issues with upper management through daily
reports, often it was not really understood.

| asked them “Why didn’t you report the problem to the sales manager

earlier?” To which, the sales manager replied: “You are definitely from Toyota
-- that’s exactly what | said at the regularly held sales manager’s meeting!”

| replied “But the sales manager’s meeting is held once a week only, right?”

6. «Cenda»’ 3HaUMT GOJIbIIE, YeM THTYJIbI (10JKHOCTH)

Mocne Toro, Kak AKMo 3aBepuwnn cesoe n3noxeHmne, oamMH U3 y4aCTHMKOB NOOHAN PYKY
M nogennnca KOMMeHTapmnem.

YyacTHUK

Bonbwoe Bam cnacmnbo 3a Balle Bpems cerogHs. A pabotato B Toyota yxe 20
NeT, 1 370 HblNa MOA NepBas BO3MOXKHOCTb BbITb Tak 61M3KO K BaM, NO3TOMY A
OYeHb B3BOJIHOBAH.

Korga A TonbKo npuien B KOMMNaHUIO, MO FreHepasibHbI AUPEKTOP Hayuun
MEHA, YTo «paboTa — 370 06 0bsiIeryeHnmn KusHu gpyrum». Tenepsb, 20 net
CNycTA, Korga A CAbllly Balle MHEeHUWe O A3UA0KE AN O CTPEMIEHUN CHATb
HEHYKHYIO Harpy3Ky C OKPY»KatloLLMX Bac NtOAEN, A YYBCTBYIO, YTO B 3TOT
MOMEHT BCe COLUI0Ch BOEAMHO.

DHeprva 1 3HTy3Masm, KOTOPbIE A NOYYBCTBOBA/ OT BAC CErOfHA, — 3TO TO, YEM
A 3abepy 1 Noaentocb Co CBOMM NoapasaeneHMem 1 3a ero npeaenamu.

B oTBeT AKMO BOCMNO/1b30BaNICA MOMEHTOM, YTObbI noaennTbCAa CBOMM ONMbITOM
pa6OTbI Hag noBbllLeHNneM Npons3BoanTeENbHOCTN Y ANNEPOB, YTO OH CAeNnan, Koraa
6bin reHepasibHbIM meHeaXepoM NPOEKTa MHOIO 1ET Ha3aA4.

AKuno
fl yacTo cTanKMBanNCa c TPYAHOCTAMM, KOrAa 3aHUMANCA Kalid3eH BMecTe C
COTPYAHMKAMUM ANNEPOB.

BcakmiA pas, Koraa Bo3HMKann npobaemsl, 6o/blie Bcero 3To 6ecnokounno
MeXaHWKOB AW NPOAAaBLOB Ha NepeaoBoit. XoTa OHM Aennamcb npobaemamm
C BbILIECTOAWMM PYKOBOACTBOM Yepes exeAHeBHble OTYeTbl, 4acTo [OHO] He
COBCEM MOHUMaNo [npobnemsl].

Al cnpocun mx: «Moyemy Bbl He cO0bWMAM O Npobaeme pyKOBOAUTENIO MO
npoAarkam paHbLie?» Ha YTo pyKoBoAMTE b NO NPOAAKam OTBETU: «Bbl
TOYHO M3 Toyota. 9TO UMEHHO TO, 3TO A CKa3a Ha PeryiAapHO NPOBOAMMON
BCTPeYEe PyKOBOAMTENA NO NpoAaykam!»

Al otBeTMA: «HOo cobpaHue y pyKoBoAMUTENS NO NPOAarKaM NPOBOAMUTCA TONbKO
pa3 B HeAento, BEPHO?»




Then, | met with a sales executive at the dealer, and asked the same thing —to
which he replied “That’s exactly what | always request at the regular executive
meeting!”

But as you can imagine, that executive meeting is held only once a month.

So this is partly why | decided to abolish certain titles.

When it comes to implementing just-in-time processes, the person in charge
or subject matter expert is the most important. A daily report may be more
beneficial than other reports or meetings.

As a title gets higher, the frequent may be reduced to be weekly, monthly, and
annually.

They say people with titles make decisions, but the speed of kaizen gets
slowed down there.

We spend 365 days minus weekends and holidays at and for the company.
Therefore, | think it’s important to use the time to change what’s happening in
front of your eyes every day, rather than getting stuck in hierarchical
bureaucracy.

So please don’t take 20 years to figure it out (wink). Make it a daily basis.

Think about how much more impact it will have.

If you spend those days focusing on titles, etc., instead of thinking of how to
change things daily, just think about how much time you wasted.

That’s why my request is that you be nimble enough to make improvements
and shorten lead time on a daily basis.

3aTem A BCTPETWUAICA C BbICLUMM PYKOBOAMUTENEM MO NPOoAaxkamM y annepa u
CMPOCK/ TO e CaMOoe, Ha YTO OH OTBETUA: «ITO MMEHHO TO, YTO A BCeraa
NPOLUY Ha perynsapHbIX BCTpeYax ¢ pykosoamTenamm!y

Ho, KaK Bbl MOHUMaETe, 3TO PYKOBOAMTENbCKOE COBpaHne NPOBOAMTCA TONbKO
pas B mecsL.

OTyactun NoO3TOMY A pelwnn OTMEHUTb HEKOTOpPbIE TUTY/bI.

Korga aeno goxoauT Ao BHeAPEHUA MPOLLECCOB «TOYHO BOBPemMaA», Haubonee
Ba*KHbIM AB/IAETCA OTBETCTBEHHOE INLL0 MU SKCMepT B NpeaMeTHOM 061acTu.
EXXeAHEBHbIM OTYET MOXKeT BbITb 601ee NoNe3HbIM, YeM APYr1e OTYETbl UK
BCTpeuMn.

Mo mepe TOroO, Kak TUTYN (,EI,OJ'I)-KHOCTb) CTaHOBUTCA Bblle, YaCTOTa MOXKET 6bITb
YMeHblWEeHa A0 emeHep,eanoﬁ, eXXemMecauYHoM 1 EHEFOAHOﬁ.

FoBOPAT, Nt0AM C TUTYIAMU MPUHUMALIOT PELLEHUSA, HO B 3TUX YC/IOBUAX
CKOPOCTb Kalid3eH 3ameanseTcs.

Mbl npoBoauM 365 AHeN 33 BbIMETOM BbIXOAHbIX U NPa3LHNKOB B KOMMAAHUM U
AnA Hee. NO3TOMY A CYMTAIO BaXKHbIM MCMO/Ib30BaTb BPEMA A/1A U3SMEHEHUA
TOr0, YTO NPOUCXOAMUT Y BAC Ha rnasax KaxAabli AeHb, @ He 3acTpeBaTh B
nepapxmyeckom 6opoKpaTmm.

Tak uTOo, NoXKanyicra, He TpaTbTe 20 SIEeT Ha TO, YTOObI MOHATL 3TO
(noamurusaet). Caenaiite aTo exxegHeBHo. MogymaiiTe 0 TOM, HAaCKOJ/IbKO
bonbluee BUAHME 3TO OKAXKeT.

Ecnu Bbl NpoBOAUTE 3TU AHM, COCPEAOTAYMBAACL HA TUTYNAX U T.4., BMECTO
TOro, YTobbl AYMaTb O TOM, KaK EXKeIHEBHO YTO-TO MEHATb, MPOCTO NoAyMmaliTe
0 TOM, CKO/IbKO BPEMEHMW Bbl NOTPATUAN BMNYCTYIO.

BoT nouyemy s npouly Bac 6bITb A40CTAaTOYHO BbICTPO pearnpyowmmm, 4Tobbl
AEeNnaTb YAydLWEeHNUA U COKPaLLLATb BPEMA BbINOJIHEHMA 3aKa30B Ha eXXeaHEeBHOW
oCHoBe.




In this way, Akio explained that abolishing certain titles in the hierarchy of Toyota,
including executive vice presidents, aims to speed up the kaizen process. Shortening
lead time for customers, making existing work processes easier for colleagues, and
improving the quality of the time spent for work for the sake of each member and
the member’s family — that is what TPS is about. Titles do not help achieve that. As
such, things noticed or learned every day at the frontlines becomes a source of
kaizen. This was the message that Akio wanted the participants to take with them.

7. Editorial Postscript | Doing things for others

Toyota Times previously introduced stories about how Toyota’s team members were
dispatched to Funahashi, a rainwear company, to offer their know-how of TPS to
help them produce even more medical protective gowns.

When the Toyota Times editorial team visited the company, the biggest challenge
was to tell which members were from Toyota and which were Funahashi’s regular
working members.

The reason for this was because the Toyota team members had taken off their
Toyota working jackets, and, in the same way, removed their own titles, so they
could work energetically with the teams at Funahashi. In fact, later it was disclosed
that they had done this on purpose. These TPS experts knew that by doing so, they
could work closer to those at the genba, who's feedback mattered most, to use as
the source for finding kaizen.

As they worked together, if a colleague complained they had a backache, the TPS
team took that as a clue, spending time to discuss possible solutions, resulting in
changing the height of the work table. On another occasion, when a colleague in
front of one of the TPS team members was searching for scissors, the expert
identified this as something wasteful, leading to a dedicated space for scissors.

Similarly, back when Toyota was just getting started, Sakichi was there at the
frontlines, observing his mother and trying to figure out how to make her work
easier, something that eventually led to the invention of the Type G automatic loom.

Takmum ob6pasom, AKMO 0BBACHUA, YTO yNpasaHEHNE HEKOTOPbIX A0/IKHOCTEN B
nepapxmm Toyota, BKAHOYAA UCMONHUTE/NbHbIX BULE-NPE3NAEHTOB, HanpaBaeHo Ha
yCKopeHwue npouecca KatiozeH. COKpalLeHMe BpeMeHW BbINOJIHEHMA 3aKasa AN
K/NIMEHTOB, YNPOLLEHME CYLLECTBYHOLLNX Pabounx NpoLLeccoB ANA KOAMEer n
yAyylleHMe KayecTBa paboyero BpemeHn Ha 61aro Kaxaoro coTpyaHMKa U ero cembu
— BOT 4TO TaKkoe TPS. TUTyNbl HE MOMOFatOT B AOCTUMKEHUM 3TOr0. Takm obpasom,
TO, YTO, 3aMEYEHO NN U3YYEHO KaXKabll AeHb Ha NepeaoBOn, CTAaHOBUTCA
WUCTOYHUKOM Kali03eH. 3TO 6bla10 TO NOC/IaHMe, KOToOpoe AKMO XOTen, YTobbI
YYaCTHUKM [06yYeHmnA] yHecan ¢ cobon.

7. PeqakuiMOHHBII MOocTCKpUNTYM | dessaTs 4To-TO 10151 APYIrUX
Toyota Times paHee nybiMKoBana UCTOPUM O TOM, Kak UneHbl KomaHabl Toyota 6bin
OTnpas/ieHbl B Funahashi — komnaHwuto no nponssoAacTey HEI'IDOMOKaeMOI\/'I oaexnapbl,
yTOObI NPEANOKUTL CBOU HOY-Xay TPS, uTobbl NOMOYbL UM NPOM3BOAUTD elle 6oblue
MeANLNHCKUX 3aLLUTHbIX Xa1aToB.

Koraa pegakuuoHHan rpynna Toyota Times noceTnna KOMNaHWio, CAaMoM CIOXKHOM
3a4a4ei 6bin0 onNpeaennTb, KTo U3 COTPYAHUKOB U3 «TOMOTa», a KTO — MNOCTOSHHbIM
COTPYAHUK «PyHaxawm».

MpWYMHa 3TOro 3aK/o4anachk B TOM, YTO Y/ieHbl KOMaHAbl Toyota cHAM cBoM
paboune KypTkn Toyota u, TaKMM Ke 0bpasom, yopaam cBOM TUTYbl, YTOObI OHU
MOT/IM 3HeprMyHo paboTatb ¢ KomaHaamu B Funahashi. Ha camom gene, nosxe
BbIACHU/IOCb, YTO OHU CAeNaNn 3TO HaMepeHHO. 3Tu sKkcnepTbl No TPS 3HaAK, YTo
TakMm 06pa3om oHM cMOoryT paboTaTb 6/1MKe K TeM, KTO HAX0AMTCA B reHba, YbA
obpaTHas cBA3b MMeeT Hanbo bluee 3HaYeHne, YTobbl NCNONb30BaTb UX B KAaYecTBe
MCTOYHMKA ANA NOUCKA Kali03eH.

Bo Bpems coBMeCTHOM paboTbl, €C/IM KOINEra KaNoBasICa, YTO Y Hero 60T CNMHa,
KomaHgaa TPS BoCnpMHMMana aTo Kak NoAcKasKy M TpaTuaa Bpemsa Ha obcyKaeHune
BO3MOMHbIX PELLUEHMIA, YTO NPUBOANIO K U3MEHEHMUIO BbICOTbI paboyero ctona. B
APYrom c/iyyae, Koraa Konnera nepeg o4HMM M3 YneHoB KomaHabl TPS nckan
HOKHULbI, IKCNEPT ONPEAENNA 3TO KaK HEUTO PACcTOUMTEIbHOE M 3TO NPUBENO K
cneunanbHO BblAeNEHHOMY MECTY AN HOMHMULL,

TouyHO TaK e, Korga Toyota TonbKo HaumMHana, CakuTn 6bin Ha NepesoBo,
Habstogan 3a cBOeN MaTepblo U MNbITadAChb NOHATb, Kak 061er4ynTb ee paboTy, YTo B
KOHEYHOM UTOre NPUBENO K N30O6PEeTEHNI0 aBTOMATUYECKOIO TKALLKOro CTaHKa
TMna G.




The simple truth is that TPS was founded on the idea of “doing things for others”, an
idea that was inherited from the Sakichi era and continues to be practiced, with
some pretty outstanding results, today. When Akio talks about bringing back ‘what
makes us Toyota’, he is really talking about this value of doing things for others, the
true heart of TPS.

MpocTaa UCTMHA 3aKatoYaeTca B ToM, 4To TPS Bbisia ocHOBaHa Ha uaee «aenaTb YTo-
TO ANA ApYrnx», naee, Kotopas bblna yHacnegoBaHa U3 anoxu CakuTu U npoaonKaeT
NPaKTUKOBATLCA C HEKOTOPbIMM A0BOJIbHO BblAAKOLWMMUCA pe3yabTaTaMn CErogHA.
Koraa AKMO roBOpUT 0 TOM, YTOObI BEPHYTL «TO, YTO AenaeT Hac Toyota», OH Ha
CamoMm Aene roBopuT 0 BarKHOCTU AeNaTb YTO-TO ANA APYIUX — 3TO ABAAeTCA
HacToAawmm agpom TPS.

MpumeyaHue: ! Ham npusbluHEe CNbILLATb CIOBO «remba», XOTA B OPUrMHaNe 3By4mUT BCe-Taku «reHbay.
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