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The Beginning
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Jidoka is an important part of the TPS. The TPS is shown like a house with two strong supports. One pillar stands for just-in-time and the other pillar represents the concept of Jidoka. If you remove any of the supports holding up the roof, the whole thing will fall down. Without good quality, there can be no TPS. Jidoka means focusing on creating good products for customers, rather than just checking that the products are good. Making something of good quality means doing it correctly the first time. If you make products that are not working properly or have low-quality standards, and then try to fix them by checking them, you are not really creating good quality products. You are only finding and fixing the errors that happened while making something. This is very expensive and uses a lot of money and resources. It also makes the business vulnerable to risks.

However, a lot of companies concentrate on the ways of carrying out tasks like one-piece flow, pull production, takt time, standard work, and kanban, without connecting these methods to the fundamental principles that support the whole system. JIT is quite well understood, but Jidoka plays a crucial role in making the whole system work effectively. Many unsuccessful attempts often happen because people didn't focus on creating this second important aspect.

Historical Information

The idea of the principle started in 1902 when Sakichi Toyoda created a clever device that could sense when a thread was broken and turn off a machine called an automatic loom. This invention made it possible for one person to manage and control up to twelve looms at the same time, ensuring that everything was done perfectly. However, the system goes even beyond that.
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Identify and Report Abnormalities
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To make sure things are made well, the machines should be made to find mistakes and stop making things when there's a problem. Then, an employee can fix the problem before it affects more things.

One of Taiichi Ohno's well-known sayings is "make the factory help the business just as the human body helps a person. " This means that when your body needs more blood, your heart automatically pumps more, without you having to tell it to. It does it automatically on its own. Jidoka means that processes and systems should be made in a way that when mistakes happen, people take action right away to help. So, if there are errors in your systems at midnight on a Saturday, how do you handle them. Are the errors quickly noticed and fixed right away or do you wait until Monday to address them. Jidoka would make sure that any problems are immediately seen and it would push you to make sure that the people responsible for fixing the problem have the ability and power to do so.

Toyota uses special cords or ropes called andon cords or pull cords. These cords have the power to stop the entire assembly line. Each team member can stop the line whenever they notice anything that doesn't meet the expected standards. According to Toyota Way, "jidoka means using machines that can think like humans to stop themselves when there is a problem. 
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"Building Culture of Stopping the Production Line
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I first learned about Jidoka when I worked for a manufacturing company in Egypt. They wanted to use Jidoka to make their products better and safer. In this factory, if you didn't work at full capacity for the entire shift, you had to give a reason to the different departments. We prioritize quantity over quality and regular maintenance. By developing a habit of addressing and solving problems, you are motivating employees to not keep their issues hidden. These issues can significantly impact profits and efficiency. You need to think ahead and make plans to be productive for a long time.

The old way of thinking about productivity was to make lots of parts using as much resources and machines as possible, so that each part would be cheaper to produce. This approach believes that when more products are made, the cost per unit becomes lower. If any problem comes up, we can deal with it later because we have a lot of extra supplies that will keep things running smoothly even if there are issues. Problems are not logical or reasonable. In large-scale production, quality is checked again through inspection. Also, if you are making 500 parts and there is a problem with how they are made, all of those parts may end up being faulty. The losses will be very big. There are also hidden problems, and it will be very difficult to find out where the mistake is coming from. So, the main reasons will stay unknown.  
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