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Important Dates to add to your calendar...

U Beginning January. A full schedule of HPM-to-
HPM Employee visits — or Leveraging Tours —
on the 2" & 4™ Tuesday of each month. Watch
for the schedule through to June 2005.

Jan 19", 12:00-4pm HPM GMT Meeting, all HPM
Directors or Alternates invited. Host: Hammond
Power Solutions Guelph

Jan 25, HPM Employee Leveraging Tour: Host:
Tempress Ltd. Miss. Register via Nicole

Feb 08, HPM Employee Leveraging Tour:
Host: GE Inspection/Repair Register via Nicole
Feb 16™, 11:30-5pm HPM AGM Board Meeting.
Host: Orenda Aerospace, Malton

Feb 22, HPM Employee Leveraging Tour:
Host: Velcro Canada. Brampton register via Nicole
Mar 08, HPM Employee Leveraging Tour:

U

‘The truth will set you free.
But first, it will piss you off.”
Gloria Steinem:

Free HPM Employee Plant Tours Continue
First Tour (#6) After Christmas

GE Multilin, January 11

“Practical Employee Learning Exchanges”
Open to any HPM member company employee
Monthly: 2" & 4™ week from 9-11am.

Each Tour site will show:
A) A ‘Best Practice’ they'd like to make better
B) A ‘Suggestions Welcome’ area

To Register: call Nicole before preceding Friday to
ensure security clearance ~ info@hpmconsortium.com

519-893-6260 ~ or at www.hpmconsortium.com

Host: Canada Post, Toronto. Register via Nicole
Mar 29, HPM Employee Leveraging Tour:
Host: Hammond Power Solutions, Guelph

Apr 20", 12:00-4pm HPM GMT Meeting, all HPM
Directors or Alternates invited. Host: GE
Inspection & Overhaul

May 18", 11:30-5pm, HPM Board Meeting Host:
Canada Post

Jun 6-10 (2005): “Implementing & Sustaining
Lean Thinking Across the Enterprise” An AME

Regional major Practical Lean Conference in Edmonton.
www.measureupforsucess.com

U 0O 00 000

U

U

Christmas — A time
for Reflection on the
“Thinking” Production System

The "Thinking" Production System: a winning strategy
for developing people in the global manufacturing
environment. At the 2003 Automotive Parts System
Solution Fair, Teruyuki Minoura, Toyota Motor
Corporation, talked about his experiences with TPS (the
Toyota Production System), and what it means for
suppliers and for the future of the auto industry [And
far beyond!]

Teruyuki Minoura is confident that the long-standing
principles of the Toyota Production System will not change
in the future, and that TPS will be able to meet any
challenge. He noted that the system originally emerged
through a trial-and-error approach aimed at solving practical
problems and meeting the needs of the company. Recalling
painful memories of the labor dispute of 1950 that
destroyed so many friendships, he observed, "Businesses

TOUR #6: Jan. 11" 9am to 11am. ~ Guelph

Where: GE Multilin, Markham, L6E 1B3
215 Anderson Ave, Markham (905) 294-6222
A map provided to all who register with Nicole.

suffer if efforts are devoted to raising productivity when the
products themselves cannot sell.” It was through such
experiences, that the basic concept of Just-in-time was born.

In simplest terms, Just-in-time is "all about producing only
what's needed and transferring only what's needed," says
Minoura. Instead of the old top-down "push" system, it
represented a change to a "pull* system where workers go
and fetch only what is required. Tools, including the kanban
(information card), andon (display board), and poka yoke
(error prevention) were developed to implement the pull
system. But Minoura warns, "Simply introducing kanban
cards or andon boards doesn't mean you've implemented
the Toyota Production System, for they remain nothing more
than mere tools. The new information technologies are no
exception, and they should also be applied and implemented
as tools. “

A Call For Sponsors... You're Needed...
+ LAST CHANCE to Share Best Practices

This June — 400 Lean Leaders concerned with the effective
implementation of Lean — AND more importantly, how to
sustain it , will meet in Edmonton June 6-10. The program
is almost done. Only a few slots are left for practitioners
such as you. One HPM Member is on the program - and
one AfEE Member is in the final selection stages. Quickly
contact Brian Bush, the Program Chair, at 519-877-7579,
The Keynotes will inspire and inform. To keep tabs on the
development of this high value, a competitiveness
enhancing practitioner-to-practitioner conference, check

out: www.measureupforsuccess.com

Telephone: 519-893-6260.  Fax: 519-893-3685.
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Early in his career, Minoura worked under Taiichi Ohno,
recognized as the creator of the Toyota Production System.
Ohno, through tireless trial and error, managed to put into
practice a "pull" system that stopped the factory producing
unnecessary items. But Minoura observes that it was only by
developing this "loose collection of techniques" into a fully-
fledged system, dubbed the Toyota Production System or
TPS, that they were able to deploy this throughout the
company.

A "pull" system asks workers to use their heads

For Minoura, the way TPS develops people is its greatest
strength. "Under a 'push’ system, there is little opportunity for
workers to gain wisdom because they just produce

“An environment where people have to think brings with it
wisdom, and this wisdom brings with it kaizen (continuous
improvement)," notes Minoura. "If asked to produce only one
unit at a time, to produce according to the flow, a typical line
worker is likely to be flummoxed. It's a basic characteristic of
human beings that they develop wisdom from being put
under pressure. Perhaps the greatest strength of the Toyota
Production System is the way it develops people." This is
why, when Minoura explains TPS, he says that the T actually
stands for "Thinking" as well as for "Toyota."

In TPS, the T also stands for "Thinking"
Recalling being asked to solve problems by Ohno, Minoura
says, "l don't think he was interested in my answer at all. |

What Companies Use To Equip Their Staff: OCAPT'S BESTSELLER LIST - 2004

Here are the top 25 books purchased by firms like yours who know their competitors are only one
mouse-click away on their customer’s computer. They're listed according to the quantity purchased
this past year. Gail Grimaldi leads www.OCAPT.com, the largest repository of Lean books and learning

materials in North America. Located in Welland, she can steer you to the resources you need just as she has
done for your Weekly Update editor for way over a decade.
If you fancy any of these in time for Christmas, Contact Gail at (888) 579-3013, or ocapt@iaw.on.ca

1. 5S POCKET GUIDE, Jim Petersen & Roland Smith, Productivity Press, 0527763381
LEARNING TO SEE, Mike Rother & John Shook, LEI, 0966784308

UPTIME, John Campbell, Productivity Press, 1563270536

LEAN THINKING, 2ond Ed., Jim Womack & Daniel Jones, 0743249275

5S FOR OPERATORS, Productivity Press, 1563271230

MAKING MATERIALS FLOW, Rick Harris & Earl Wilson, LEI, 0974182494

3
4,
5. BASICS OF PROCESS MAPPING, Robert Damelio, Productivity Press, 0527763160
6
7
8

. KAIZEN FOR THE SHOP FLOOR, Productivity Press, 1563272725
9. CREATING CONTINUOUS FLOW, Mike Rother & Rick Harris, LEI, 0966784332

. LEAN LEXICON, 2"% Edition, LEI, 0966784367

25.

. LEAN PRODUCTION SIMPLIFIED, Pascal Dennis, Productivity Press, 1563272628

. VALUE STREAM MGMN'T FOR THE LEAN OFFICE, Don Tapping & Tom Shuker, Productivity Press, 1563272466
. OEE FOR OPERATORS, Productivity Press, 1563272210

. CREATING LEVEL PULL, Art Smalley, LEI, 0974322504

. PRACTICAL LEAN ACCOUNTING, Brian Maskell & Bruce Baggaley, Productivity Press, 1563272431
. TPM FOR EVERY OPERATOR, Productivity Press, 1563270803

. TPM FOR SUPERVISORS, Productivity Press, 1563271613

. THE TOYOTA WAY, Jeffrey Liker, McGraw-Hill, 0071392319

. SEEING THE WHOLE, James Womack & Daniel Jones, LEI, 0966784359

. LEAN TRANSFORMATION, Bruce Henderson, Oaklea Publishing, 0964660121

. IDENTIFYING WASTE ON THE SHOPFLOOR, Productivity Press, 1563272873

. KANBAN FOR THE SHOPFLOOR, Productivity Press, 1563272695

. RADICAL LEAP, Steve Farber, Dearborn Trade, 0793185688

. WHO'S COUNTING? Jerrold Solomon, WCM Associates, 0966290623
QUICK CHANGEOVER FOR OPERATORS, Productivity Press, 1563271257

As a Consortium member — be sure to ask Gail at OCAPT when you place the order for the ‘Consortium rate.’

according to the instructions they are given.

In contrast, a 'pull' system asks the worker to use his or her
head to come up with a manufacturing process where he or
she alone must decide what needs to be made and how
quickly it needs to be made.

think he was just putting me through some kind of training to
get me to learn how to think." Similarly, The Harvard
Business School uses the case-study method as the best
way to develop business thinkers. The Harvard professors
never tell students the answers because, again, that is not
the point. Minoura says, "Developing people is the starting
point for monozukuri (making things) at Toyota."
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To cut lead-time, cut out all the bits that don't
add value.

Implementing just-in-time production starts with reducing the
lead-time for making things, according to Minoura. "The way
to cut lead-time is to cut out all the bits that don't add value.
There are only a few processes that actually involve
processing. Most of the time stuff is just being transferred
from place to place. If this causes a considerable
lengthening in lead-time, aggressively getting rid of these
bits where nothing is being processed is something that can
be done right there right away."

Next, one must get rid of defects. "If an item is defective,
'‘what's necessary' can't be delivered. If a defect is spotted,
the line must stop right there and steps must be taken to sort
out the problem. This highlights the concept of building
quality into the process. Producing what's needed means
producing the right quantity of what's needed. The answer is
a flexible system that allows the line to produce what's
necessary when it's necessary.

The line must stop if there is a problem.

It is essential to halt the line when there's a problem.
"If the line doesn't stop, useless, defective items will
move on to the next stage. If you don't know where the
problem occurred, you can't do anything to fix it. That's
where the concept of visual control comes from. The
tool for this is the andon electric light board."

Deal with defects only when they occur,

Standardized work is essential to identifying where
things go wrong, Minoura says. "If you're turning out
something in a different way from that on the
standardized work sheet, or different from the way
other people are doing it, that's the definition of a
problem. By thinking about what is causing the
problem, the problem itself will come into view. When
the problem becomes clear, this will lead to kaizen. If
you make it a rule to deal with defects only when they
occur, the resources needed drop straight away.
Things that are running smoothly should not be subject
to any control. If you commit yourself to just finding
and fixing problems, you'll be able to carry out
effective control on your lines with fewer resources”

Ask yourself "Why?" five times.

When an error occurs, the first thing that needs to be
done is fix the error. Minoura recalls that Ohno used
to order them to ask the question "Why?" five
times over because "that way you'll find the root
cause, and if you get rid of that it'll never happen
again." However, Minoura emphasizes that on-the-
spot observation rather than deduction is the only
correct way to answer a "Why?" question. "I'm always
struck that the five-why method doesn't seem to be

working as well as it should be because there's been a
lack of practical training. The reason is that they end
up falling back on deduction. Yes, deduction. So when
| ask them 'Why?' they reel off five causes as quick as
a flash by deduction. Then | ask them five whys again
for each of the causes they came up with. The result is
that they start falling back on deduction again, and so
many causes come back that you end up totally
confused as to which of them is important.”

Through real training,” Minoura says, "you'll be able to
discover dozens of problems and also get to their root
causes. Youll be able to make dozens of
improvements. If you incorporate all the accumulated
knowledge of root causes that you've got from always
asking 'Why? Why? Why? ..." into your equipment,
you're going to have something that no one else can
come close to. | don't think it's got anything to do with
nationality; it all has to do with whether or not you've
received the proper training. | feel though that the
tendency to give that kind of training and education
forms the basis of Toyota's approach to monozukuri.".
Ultimately, the aim of TPS is to bring about lasting cost
reductions. And the basic principles of TPS itself are
not something that will change.

But the world continues to change, and there are
four ways Minoura suggests to cope with this.

First, when considering what factors allowed
Japanese manufacturing to excel, Minoura notes that
high quality was a key reason. "These days though,
overseas carmakers and parts suppliers have come
fairly close to reaching Japanese quality levels. This
means that we've got to think really hard about what
we have to do to maintain our preeminence in the area
of quality."

Second, because the auto making business is
becoming increasingly global, Minoura says, "lt's
important to shift our focus away from being Japan-
centered to being more globalized, something which is
also in line with our principle of genchi genbutsu
(hands-on experience), and think about exactly what
form this shift should take."

Third, Minoura thinks the future is going to see an
increasing need to incorporate customer needs and
wants into products. "lt's necessary for suppliers to
work with us at every stage to work out how we can
produce better goods more cheaply. This kind of
collaboration could bring with it the fresh ideas we
need."

Fax: 519-893-3685.
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Fourth, Minoura says that "to allow Toyota's DNA to
spread and evolve globally, we need to develop and
train global people.”

But efforts to build quality into the production process
are becoming severely neglected, according to
Minoura. "When we talk about defects in our factories,
we are talking about defective processes. If there's a
defective process, it's going to turn out defective
products. However hard you examine a defective
product, it doesn't improve the process. So we should
focus on defective processes. Components move from
supplier to supplier in a flow, and unless an excellent
control system is in place, it's impossible to prevent
defects from occurring. Establishing such a control
system is easiest when the supply chain is simple. And
that is something for which top management should
take responsibility."

People must follow standards as second
nature

Nevertheless, human beings are the ones who actually
build quality into a product. "It's important to create a
climate in which people are trained to follow rules and
standards as if they were second nature,” Minoura
says. "This kind of reflexive response is a hallmark of
Toyota's monozukuri." It is essential to build
relationships of mutual trust. Minoura sees localization
or genchika as key. "In the beginning of my stay in the
U.S., we had to keep some functions back in Japan,
but these days we are trying to get as much as
possible done in the USA. Key strategy now is
personnel genchika. Successful genchika depends on
how thoroughly we can get local employees to 'inherit'
our Toyota DNA

A basic goal is to keep increasing the level of local
procurement. "If we find that there's a place in the
world where they can produce this or that part for this
or that price, we should use that price as a benchmark,
and pour our efforts into finding a way to make it even
more cheaply locally," Minoura says. "Personally, |
think that's by far the best approach to take. If we can
make the local parts cheaper, the incentive to buy from
other markets will vanish. But to actually realize this, to
actually say 'OK, they can make it for XXX dollars, so
we've got to get it made cheaper here', requires
collaboration between carmakers and suppliers. It's
therefore the responsibility of us manufacturers to look
at the cheapest price, and make every effort to find a
way to produce for even less locally, even in Japan.”

Minoura warns that suppliers need to shift their
focus to the car user instead of the carmaker. "You
are going to have to start analyzing the needs and
wants of the end user. You're going to be finding out
what end users want and working to develop suitable
components. Then you're going to be offering what
you've developed to carmakers like us, who are going
to incorporate these components into our designs.
That's the kind of shape that the industry is going to
take. When that happens, terms like carmakers and
suppliers will become inappropriate. The two will have
come together as partners, and together develop high-
quality, low-cost products that meet the needs of the
end users.

To survive, you are going to need to use knowledge
you gain on the shop floor to trim costs, and to funnel
the funds from those cost savings into development.
You need to put extra effort into knowing yourselves
and knowing your competitors. You need to build
structures that allow you to know your own strengths
and benchmark them against those of your
competitors."

Develop people who can come up with unique
ideas

Minoura cannot overemphasize the leading role
people play in monozukuri. "There can be no
successful monozukuri (making thing) without hito-
zukuri (making people). To keep coming up with
revolutionary new production techniques, we need to
develop unique ideas and knowledge by thinking about
problems in terms of genchi genbutsu. This means it's
necessary to think about how we can develop people
who can come up with these ideas. As our operations
become increasingly global, there's also a need to
think how to implant the Toyota DNA in our overseas
personnel."

Toyota exports its unique approach worldwide under
the "Toyota Way" label. As part of this effort, the
Toyota Institute was established in Japan in January
2002 to educate managers and executives from both
Japan and overseas. "Each year," Minoura reports,
"dozens of staff from our affiliates all over the world

descend on Japan to learn the Toyota Way."
Report compiled by Public Affairs Division, Toyota

[A tip of your editor’s hat to Newfoundland’s Sean
McCarthy for bringing this article to our attention.
Sean is CME’s Facilitator & VP, Best Practices Atlantic

Tel: 709-685-5820, sean.mccarthy@cme-mec.ca]

Telephone: 519-893-6260.  Fax: 519-893-3685.

High Performance Manufacturing Consortium ~ 10 Pioneer Drive, Ste. 202, Kitchener, Ontario, Canada N2P 2A4
E-mail: dhogg@highperformancesolutions.ca. Website: www.hpmconsortium.com

Page 4 of 4




