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Chapter 1 
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Introducing the Core Values of Toyota



[image: image]




Toyota's management and leadership structure is built around five basic values. If you go to any of Toyota's websites, you'll see something like this in the values section: "We believe we are capable of and will achieve great things. We are a business driven by creativity, experimentation, humility, respect, and innovation. And we believe that it is people, our people, who will go above and beyond to ensure that Toyota is everything it claims to be today and in the future. It all comes down to honesty."

Toyota has five core values: challenge, kaizen, go and see, respect for people, and teamwork. They strive to build mutual trust between employees, customers, and suppliers. These core values are aligned very well with the company’s vision and goals.

Challenge

All workers (from the senior leader to the floor worker) must be regularly challenged to continuously improve themselves and the process. The challenge comes from a definition of the gap between the current state and the ideal state. There should be a very clear direction of where the company wants to go. Challenge is about giving a clear direction and defining success in terms of progress or improvement goals. It’s not telling people what to do. Challenge is about leading people to agree on a clear description of the problem, the criteria for an acceptable solution, and the expected pace of progress (Balle and Balle 2010).

Kaizen

Kaizen refers to the practice of continuous improvement. Everybody in the company should practice continuous improvement and problem solving. Problem solving is the driver of continuous improvement. The rule is that no process is perfect. By continuously improving the process using the Deming[1] cycle (PDCA), you are moving toward perfection and ensuring the process doesn’t slip back. Kaizen is about improving operations and striving for innovation and evolution (Liker and Trachilis 2015).

Go and See

This is a management technique, and it is considered the foundation of lean practice. Go and see (or gemba) is about leading from the front by seeing the actual situations and meeting with people one by one to learn, challenge, and support.

Respect for People

This includes your employees, suppliers, and customers. Respect for your people means developing their skills, teaching them how to problem solve, committing to their safety, and protecting their work. Teaching people problem solving is one of the main requirements for lean success. It is about developing staff autonomy so workers can analyze and solve their own problems. This often means challenging them to correctly visualize problems and seek root causes before jumping to the first obvious solution. This requires day-in, day-out hands-on coaching. Most importantly, this means giving people space to think for themselves, and it means respecting their ideas. Respect for people also means putting customers first and listening to their needs.

Respect for people is not just a slogan. Respect for people should constitute the main basis of any management decision. When the management board chooses to hire external experts rather than developing their regular employees, is this not contrary to respect for people—one of the main pillars of the Toyota Production System? When management creates a continuous improvement department, hires the improvement consultants, and relegates the improvement to them, does this really serve the goals of changing culture and developing people? Can such a parallel team be effective implementing change and making improvement? They naturally have little experience with the company’s culture and a lack of knowledge about the situations at the gemba.

What usually happens when the outsourcing consultant leaves after the work is done? All knowledge is gone! The regular employees have no experience managing the improved processes or continuously improving them in order to face future challenges. They have not been trained on the culture of continuous improvement and have not been contributors in the transformation process. All powerful lean tools should be used by the company’s leaders and factory managers who have the capability, power, and responsibility to effect changes. Improvements should be made by people who are directly managing the day-to-day work—not a parallel team. The leaders who manage the day-to-day work are responsible for coaching people who do the work. Together those people should operate, develop, and continually improve their processes.

Companies that travel the consultant route should make sure they use the temporary personnel to share lean expertise and knowledge with the rest of their workforces (Soliman 2015). A company should ask itself the following questions: Do these consultants train employees properly and use the appropriate method to help stimulate their thinking, change bad habits, and form new habits? Are they acting as real mentors? Are they using the right behaviors for coaching, or are they just teaching people some tools and techniques? I have seen consultants teach employees their own thoughts and ways of doing things—not what those employees really need to improve their daily work and change bad habits.

Respect for people also includes protecting their jobs. When a company decides to start the improvement process by eliminating wasted motions on the shop floor, this often leads to the removal of workers from a line or cell. Those workers should be placed on other jobs. This way, fewer workers have to be hired in the future. Toyota’s Production System provides things to do for any extra regular employees. This could include working in kaizen teams to improve standardized work, improving downtimes, identifying the root causes of quality problems, developing countermeasures, problem solving, and finding better ways to move materials.

Generally, a company that wants to build a good lean culture should avoid connecting kaizen work to the layoff process. Some companies have realized this, and they tend to transfer the extra labor from one line to another or use those workers elsewhere in the company to avoid layoffs.

Teamwork

Teamwork is not a matter of people getting along. It’s about people solving difficult problems together (Balle and Balle 2010). People don’t need to be friends. They just have to be able to agree to workable compromises. No teamwork means no problem solving. Teamwork means cooperation across functions. For example, production and logistics need to work together to solve customer delivery problems and set up a proper pull system.

Teamwork extends to both customers and suppliers—and not only within the company (Balle and Balle 2010). Managers should encourage teamwork and clarify enough issues that their employees can work together. For example, if an employee can’t see the problems in the complete value stream, he or she won’t work with the supplier to solve the inventory problems or work with the customer to solve the irregular ordering issue and level the production.

Toyota works with its suppliers to improve the complete value stream (Liker 2003). Toyota cars contain hundreds of different parts that are not made by Toyota itself but by its suppliers. This means any improvement within Toyota only affects a specific portion of the entire assembly process. In order for Toyota to be able to ensure perfect quality and reliability in its cars, it has to work deeply with the suppliers. Toyota’s Production System is built on deep supplier relations, and this is an excellent example of teamwork (Liker and Choi 2004). Few companies realize the importance of working with suppliers to improve processes. The following is a small example. If you are not working with your suppliers to truly reduce the cost of inventory holding, the process will fail. If you are trying to reduce inventory and ask your supplier to deliver smaller batch sizes more frequently, and your supplier is not ready, the process will fail. I have seen many companies try to shift the cost of holding the inventory to their suppliers. This does not result in real savings in the complete value stream.

Another example of teamwork is working with your customers to improve quality. The customer is the principal judge of quality. Collecting customer feedback and letting customers contribute in the process of fixing quality issues is important. Toyota’s recent recalls relied on dealers and service centers to play big roles in collecting the important data. This let Toyota know what changes needed to be made on its factory floors. That data was based on customer feedback and comments.

Generally, people learn better when working in teams. Psychological experiments prove that individual development is facilitated best through teamwork (Balle and Balle 2010). Managers should work to get people with different outlooks to solve problems together. There is no problem solving in a lean environment without teamwork and cooperation.

Mutual Trust

You build mutual trust with your people by solving their problems. In lean management, you work with people to solve every problem. This way, you end up developing different kinds of relationships with them, which is when mutual trust starts building. Unlike management by objectives, people are used to deliver the results.
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