
TOYOTA PRODUCTION SYSTEM 
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In the automobile manufacturing industry, the Toyota Production System 

(TPS) is considered to be a major breakthrough after the mass production 

system of Henry Ford. Withholding the philosophy of “the complete elimination 

of all waste”, the TPS embodies all aspects of production in pursuit of the 

most efficient methods. TPS has immerged after many years of devotion to 

continuous improvement with an aim to shortening product lead-times and 

implant uniformity of the final product. The objective of TPS is to “make quality 

vehicles ordered by customers in the quickest and the most efficient way, in 

order to deliver vehicles as quickly as possible”. 

TPS is founded on two major concepts. The first one is “Jidoka”, which is 

automation with a human touch to highlight or visualize problem. Jidoka is an 

automated process that inspects each item after producing it. If no quality 

problem/defect is detected, the machine safely stops when the normal 

processing is completed. However, should quality/equipment problem arise, 

the machine detects the problem by itself and stops, preventing flawed 

products from being produced. Hence, only those products that satisfy quality 

standards will be passed on to the following processes on the production line. 

During initial phase of Toyota back in the 1930’s, when Sakichi Toyoda 

developed the automatic loom, it was designed to stop if the thread broke. 

So it was there in the beginning of TPS and is considered one of the pillars of 

the TPS house. The second one is “Just-in-time”, making only “what is 

needed, when it is needed, and in the amount needed!” Just in time provides 

a disciplined approach to improving overall productivity and eliminating waste. 



It provides for the cost-effective production and delivery of only the necessary 

quantity of parts at the right quality, at the right time and place, while using the 

minimum amount of facilities, equipment, materials and human resources. JIT 

is dependent on the balance between the supplier’s and the user’s flexibility. It 

is accomplished through the application of elements that require total 

employee involvement and teamwork. A key philosophy of JIT is 

simplification. 

Asprova is complementary to the TPS philosophy, both combine ideally to 

improve quality, increase productivity and reduce overall manufacturing costs 

of a company’s production line. It generates schedule which fully integrates 

sales orders to manufacturing orders, and manufacturing orders to purchasing 

orders to enable true lead-time reduction and trim down inventory levels. 

Hence, Asprova supports to implement JIT which has its roots in the Toyota 

Production System. 

 

Source: Prof C. A Voss , Just-in-Time Manufacture, IFS (Publications), Dec 31, 

1987 
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KAIZEN 

Model Factory by Toby Oxborrow 

The concept of ‘Kaizen’ has its roots in the early quality management Gurus, 

particularly Deming and Juran. Deming’s initial message was about the need 

to measure product deviations and to continually reduce them. His message 
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has been well received in the Japanese manufacturing industry where a 

thorough and meticulous approach to production has long been appreciated. 

Kaizen is the Japanese term for continuous improvement. “It is both a 

rigorous, scientific method of using statistical quality control and an adaptive 

framework of organizational values and beliefs that keep management and 

workers alike focused on zero defects”. 

The Kaizen approach is there to increase a manufacturing firm’s 

competitiveness on an ongoing basis through a series of small, gradual 

improvements. If part of the process can be improved every week then the 

accumulated gains can be substantial. The Kaizen approach supports group 

working, quality circles and cross-functional teamwork in a way that 

encourages discussion throughout the organization. Continuous improvement 

is also an integral part of the JIT philosophy and, to be effective, must be 

adopted by each member of the organization, not only those that are directly 

involved in the production process. 

Japanese companies, such as Toyota and Canon, a total of 60 to 70 

suggestions per employee per year are written down, shared and 

implemented. However the improvements come mainly from those who do the 

work and the system must encourage workers to contribute by setting time 

aside, encouraging group working (‘Kaizen groups’) and suggestions. It 

involves setting goals and standards to be met and, when these have been 

achieved, increase it in such a way that they appear reasonable and 

achievable. The Japanese approach has not always travelled successfully to 

the manufacturing firms in the US and Europe where the concept does not 

mix with the Western culture. 

Photo by Benjamin Grove 



The Kaizen process is based on several rules but the underlying concepts are 

the same: Be open minded, maintain positive attitude, reject excuses and 

seek solutions. Kaizen is an established Japanese business practice that 

underpins much of the thinking behind JIT and Japanese business norms in 

general. It requires establishing a plan to change whatever needs to be 

improved. Then carry out changes on a small scale and observe and measure 

the results. Finally evaluate both the results and the process and then 

determine what has been learned. 

Asprova displays the results of scheduling in the form of Gantt chart that 

allows manufacturing firms to draw up plans in advance and make small 

adjustments. This repeated action assists in improving overall performance of 

the entire workflow by increasing throughput and preventing late deliveries. 

Our Time Constraint Max feature also enhances the quality of products by 

controlling the maximum wait time between processes. 

 

Operations Management in the Supply Chain, The Official Course Book of 

The Chartered Institute of Purchasing and Supply, Profex Publishing Limited, 

2010, Page 171 

 

 

LEAN PRODUCTION 

http://lib.asprova.com/onlinehelp/en/AS2003HELP00754010.html
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The idea of lean production was first analyzed in depth by John Krafcik when 

he and others were working on a motor vehicle program in the late 1980s. The 

idea was later popularized in The Machine that Changed the World (1990) by 

Womack, Jones and Roos. 

Lean Production is ‘Lean’ because “it uses less of everything compared with 

mass production: half the human effort in the factory, half the factory space, 

half the investment in tools, half the engineering hours to develop a new 

product in half the time. Also, it requires far less than half of the needed 

inventory on site. The expected results are fewer defects, while producing a 

greater and ever growing variety of products.” 

Lean thinking can be applied to manufacturing firms as well as service 

organizations and can be applied across all areas of business. It is a three-

pronged approach that incorporates a belief in quality, waste elimination and 

employee involvement supported by a structured management system. James 

P Womack introduced five key principles that underpin the lean philosophy: 



Specify what creates value as seen from the customer’s perspective–

This implies a need for close relations with the customer to ensure that his 

perception of value is embodied in what the supplier is offering. It is not safe 

to assume that the customer has the same perception of value as the 

supplier. 

Identify all steps across the value– The key term is value stream. In a 

traditional supply chain, there will be many activities and processes that do 

not add value. In a lean chain, the aim is to eradicate these, leaving just a 

stream of value adding activities. The task of Asprova’s Synchronized Finite 

Capacity Scheduling feature is to determine this value chain on the basis of 

available capacity of resources, it eliminates all actions that are of no 

significance. 

Perform those actions that create the value flow– Once the value adding 

activities are identified, consider how to link them so as to deliver the total 

value to the end customer. 

Only make what is pulled by the customer just in time– This is a 

distinguishing feature of lean and agile philosophies. The traditional model of 

manufacturing often leads to production in advance of customer requirements 

(whether it refers to internal or external customers). Lean and agile production 

avoids this function. 

Strive for perfection by continually removing successive layers of 

waste–This refers to avoidance of waste. Lean production utilizes and further 

develops the concept of ‘seven wastes’ pioneered by Taiichi Ohno. 

Asprova’s planning and scheduling features are conducive for establishing 

lean production in the manufacturing firms. It synchronizes sales and 

operation functions and shortens lead time which removes waste in the form 

of avoiding overproduction and reducing inventory levels. 

Source: Womack, Jones and Roos, The Machine that Changed the World, 

Published in 1990 
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TAIICHI OHNO 

 

Taiichi Ohno was regarded as “ruthless” in his will to drive out waste from the 

Toyota production system. One day Ohno stepped into one of the large 

warehouses at Toyota Gosei and told the staff of managers around him, “Get 

rid of this warehouse and in one year I will come back and look! I want to see 

this warehouse made into a machine shop and I want to see everyone trained 

as machinists.” And not surprisingly, one year later that building became a 

machine shop and everyone had been retrained. This story resembles what 

kind of person he was. 

Born in Dalian, Eastern China, Taiichi Ohno joined the Toyota Automatic 

Loom Works between the World Wars. Later he switched to work as a 

Production Engineer for the Toyota Motor Manufacturing towards the end of 

the Second World War, at a time when its productivity was way below that of 

the America’s mighty Detroit industry. After the World War II, Eiji Toyoda gave 

Ohno the crucial task to increase productivity and efficiency and get the 

struggling Toyota Motor company back on track. 

In 1953, Ohno visited the USA to study Ford’s Production Method, but he was 

much more inspired by the American supermarkets. He noticed how 

customers would take from shelves only what they needed at that time, and 

how those stocks were quickly and precisely replenished. On his return to 

Japan, Ohno developed the same idea into the Toyota Production System 

known as the “Kanban”. In TPS, each production process sets out its wares 

for the next process to choose from just as a supermarket does. Thus 

production is “pulled” by the demand down the line rather than, as in previous 



assembly line systems, being “pushed” by the production rate higher up the 

line. Ohno had the same insights applied to a well-run warehouse, with 

‘goods-in’ closely matching ‘goods-out’, and no space for long-term storage. 

To improve process flow, Ohno decided that instead of putting the machines 

of one process together and to carry parts back and forth between processes, 

he would lay out the plant according to the operation flow. He then assigned 

one worker to more than one machine which gave birth to the theory of ‘One 

operator, many processes’. This system increased production efficiency 2-3 

times than the mass production required. 

Asprova’s Sales Order Scheduling feature synchronizes sales order from 

customers to manufacturing orders generated based on forecast which avoids 

overproduction, supporting the principle established by Ohno which cut back 

wastefulness and inefficiencies. Also our Auto-Replenishment Production 

feature can automatically generate production orders to replenish inventory 

when “pulled” by the demand to keep the inventory from falling below the 

safety stock level 

 

Photo credits: © Toyota Motor Corporation 

 

 

SEVEN TYPES OF WASTE 
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Taiichi Ohno, the architect of the Toyota Production System developed the 

concept of ‘MUDA’ (無駄) or ‘’Waste’  is applicable equally to both 
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manufacturing and the service sector of the economy. These seven wastes 

are described below: 

Over-Production: This usually happens because of working with oversize 

batches, long lead times and poor supplier relations. The key element of  JIT 

is making only the quantity required of any component or product. Sound 

stock management procedures and production techniques are necessary to 

ensure that the correct quantities are ordered and made. 

(Read also Just In Time Schedule) 

Excessive Inventory: Unwanted inventory costs you money – besides, it 

needs space and packaging. It can also get damaged during transportation 

and become obsolete. Every piece of product tied up in work in progress or 

finished goods have a cost and until it is sold that cost have to be borne. So 

the objective is to carry as little as possible to meet the requirements (see 

here how one company reduced finished goods inventory by 62.8%). 

Waiting Time: Machines that are not compatible and produce at different 

rates can cause waiting on the production line. So processes become 

ineffective and add no value – only cost and inconvenience. Instead, the flow 

of operations should be smooth and continuous. Asprova supports eliminating 

unnecessary waiting time between processes by synchronizing multiple 

processes in the schedule. 

Unnecessary Motions: It concerns the design of movement within the 

working environment as resources are wasted when workers have to end, 

reach or walk distances to do their jobs. It is vital to make sure that every 

movement is minimized while still performing the required task. So workplace 

ergonomics assessment should be conducted to design a more efficient 

environment. 

Redundant Transportation: Moving a product between manufacturing 

processes adds no value, is expensive and can cause damage or product 

deterioration. So loads should be maximized; goods should be transported to 

the correct location and not require additional transportation. 

http://asprova.net/2013/05/15/jit/
http://asprova.net/2013/07/29/casestudy18/
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Defects: Products should be designed so as to build in quality from the outset 

through good use of materials and processes. Defects require an organization 

to instigate post-manufacturing inspection processes with consequent costs 

and may involve re-working of an item or failure to meet customer service 

requirements. 

In-appropriate Processing: A basic principle of the TPS is doing only what is 

appropriate. Improper techniques, oversize equipment, working to tolerances 

that are too tight, perform processes that are not required by the customer’s 

costs time and money. Hence overly elaborate and expensive equipment is 

wasteful if simpler machinery could do the job. 

Asprova has always strive to go an extra mile by collaborating with their 

clients to eliminate overproduction and reduce stock-holdings, while 

minimizing stock-outs. 
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ASK “WHY” FIVE TIMES: THE 

TECHNIQUE 

The Five Why’s is a troubleshooting 

technique developed as a part of the move to Just-in-Time production at 

https://www.flickr.com/photos/grahambones/


Toyota Motor Company in the early 1970’s. The approach uses a systematic 

questionnaire technique to search for root causes of a problem. Utilize the tool 

by asking “why?” at least five times as you work through various levels of 

detail. Once it becomes difficult to respond to “why?” the probable cause of 

the problem may have been identified. As you trace the “whys?” back to their 

root cause, you will find yourself confronting issues that affect not only the 

original symptom, but also the entire organization. 

To apply the Five Why’s effectively, gather a team where each individual have 

personal knowledge of the processes and systems involved in the problem 

being discussed. After this is done, develop the problem statement in 

agreement. Then ask the first “why” to the team: why is this or the problem 

taking place? There will probably be three or four sensible answers: record 

them all on a flip chart or whiteboard, or use index cards taped to a wall. 

Ask four more successive “whys,” repeating the process for every statement 

on the flip chart, whiteboard, or index cards. Post each answer near to its 

“parent” and make sure you follow up on all plausible answers. You will have 

identified the root cause when asking “why” yields no further useful 

information. Among the dozen or so answers obtained from the last asked 

“why”, look for systemic causes of the problem. 

Discuss these and settle on the most likely systemic cause. Follow the team 

session with a debriefing and show the product to others to confirm that they 

see logic in the analysis. After settling on the most probable root cause of the 

problem and obtaining confirmation of the logic behind the analysis, develop 

appropriate corrective actions to remove the root cause from the system. The 

actions can be undertaken by others but planning and implementation will 

benefit from team inputs. 

To achieve optimal results with most problem-solving teams, strong facilitation 

assistance is generally required. It is very important to keep the team on 

target and avoid diversions. Another challenge involves the nature of 

environmental issues. Waste can occur in many places, and there are many 

different causes that can lead to the problems associated with managing it. 

The Five Whys alone may not be able to sort these causes out. 



Information and conclusion drawn from Asprova’s advanced planning and 

scheduling functions can be incorporated into the Five Whys tool. This action 

will help to initiate a thinking process and lead the team to a deeper 

understanding of the issue that they seek to confront. Once the root cause 

has been exposed, suitable corrective action can be implemented by our 

software to remove the problem permanently. 

 

 

JIDOKA 
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The term Jidoka used in Toyota Production System can be defined as 

“Automation with a human touch”. It refers simply to the ability of humans or 

machines to detect an abnormal condition in materials, machines, or methods, 

and to prevent the abnormality from being passed on to the next process. 

Jidoka incorporates quality checks into every step of the production process 

by providing machines and operators the ability to detect when an abnormal 

condition has occurred and immediately stop work. This enables operations to 

build in quality at each process and to separate men and machines for more 

efficient work. 

Through Jidoka you don’t just stop the process. You highlight the problem, 

correct it and then tackle root cause to prevent the problem ever happening 

again. So initially through a painful series of line stops you start to remove 

problems from the process, within a short period of time the number of line 

stops begin to reduce as problems are removed and productivity begins to 

improve as root causes of problems are eliminated. 

http://www.asprova.com/en/asprova/asprova_ap.html
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Within companies such as Toyota, line stop is a way of life. If an operator 

detects a problem they pull a cord or push a button to stop the production line 

at the end of that production cycle. It lights up an Andon board which alerts 

the team leader or supervisor who will immediately rush over to help solve the 

problem. If it can be easily corrected then they do so and restart the line, 

otherwise they call in whatever support is required to solve the problem. 

The implementation of Jidoka relies on a mix of cultural concepts and lean 

tools that are summarized below: 

Develop a Jidoka Mindset – Staff should be trained to react to problems and 

to put in place quick fixes. The concept is to keep things running for as long as 

possible and work around problems as quickly as possible. 

Empower staff to ‘stop the line’ – Develop a culture where people feel that 

they are able to raise a real issue- and that far from being penalized, they will 

actually be thanked for raising the issue. 

Install andons – The aim is that andons quickly alert managerial and 

technical staff to a problem that arises so that they can get to the source of 

the problem and begin to investigate it. 

Solve the root cause – Jidoka relies on the implementation of an immediate 

fix to stem the potential damage and on the longer-term fix that comes 

through root cause analysis. 

Utilize standard work – Having implemented the changes it is vital to 

document what has been done and to carry out any training required on the 

new process. 

Asprova’s ingenious features highlight the causes of problem immediately 

when a difficulty first occurs. Thus, it leads to improvements in the processes 

that build in quality by eliminating the root causes of defects. In this way, facts 

and findings acquired from Asprova are often used in conjunction with 

structured problem-solving tools. 
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HEIJUNKA 

The one critical requirement for a TPS 

approach to be effective is that the production plan should be leveled both in 

quantity and in mix. This is indicated by the Japanese term Heijunka (平準化), 

which stands for “leveling” or “smoothing”. When implemented 

correctly, Heijunka elegantly –and without haste – helps organizations meet 

demand while reducing wastes in production and interpersonal processes. 

Once the production level is more or less the same or constant for a month, 

you will be able to apply pull systems and balance the assembly line. But if 

production levels—the output—varies from day to day, there is no sense in 

trying to apply those other systems, because you simply cannot establish 

standardized work under such circumstances. 

Heijunka does not build products according to the actual flow of customer 

orders, which can swing up and down wildly, but takes the total volume of 

orders in a period and levels them out so the same amount and mix are being 

made each day. The approach of TPS from the beginning was to keep batch 

sizes small and build what the customer (external or internal) wants. In a true 

one-piece flow, you can build Products A and B in the actual production 

sequence of customer orders (e.g., A, A, B, A, B, B, B, A, B…). 

The problem with building to an actual production sequence is that it causes 

you to build parts irregularly. So if orders on Monday are twice those on 

Tuesday, you must pay your employees overtime on Monday and then send 

them home early on Tuesday. To smooth this out, you take the actual 

customer demand, determine the pattern of volume and mix, and build a level 

schedule every day. For example, you know you are making five A’s for every 



five B’s. Now you can create a level production sequence of ABABAB. This is 

called leveled, mixed-model production, because you are mixing up 

production but also leveling the customer demand to a predictable sequence, 

which spreads out the different product types and levels volume. 

There are four benefits of leveling the schedule: 

1. Flexibility to make what the customer wants when they want it. This 

reduces the plant’s inventory and its associated problems. 

2. Reduced risk of unsold goods. If the plant makes only what the 

customer orders, it doesn’t have to worry about eating the costs of 

owning and storing inventory. 

3. Balanced use of labor and machines as the plant can create 

standardized work. 

4. Smoothed demand on upstream processes and the plant’s suppliers. If 

the plant uses a just-in-time system for upstream processes and the 

suppliers deliver multiple times in a day, the suppliers will get a stable 

and level set of orders. This will allow them to reduce inventory and then 

pass some savings on to the customer so that everyone gets the 

benefits of leveling. 

Asprova users are blessed with the competency of leveling the schedule, 

including giving them the ability to plan every detail of production meticulously 

and standardizing work practices. The reliable information accessible from our 

advanced planning and production scheduling function enables production to 

efficiently meet customer demands while avoiding batching and results in 

minimum inventories, capital costs, manpower, and production lead time 

through the whole value stream. 

 

 

MUDA, MURI AND MURA 



When you ask a number of people to explain Lean Manufacturing in one 

sentence, most of them will answer: “eliminate waste”. The reason is that 

eliminating waste or Muda is a relatively easy way of indentifying the low 

hanging fruits for improvement in an organization. However, Muda is not the 

only ‘M’ Toyota has built its famous Toyota Production System around, there 

are two more: Muri (Overburden) and Mura (Variation). 

Muda (無駄) is a general Japanese term for an activity that is wasteful or is 

unproductive, etymologically or un-useful (駄) in practice or others. A process 

consumes resources and adds value by producing goods or providing a 

service that a customer is willing to pay for. However, waste occurs when 

more resources are consumed than are necessary to produce the goods or 

provide the service that the customer actually wants. The main causes of 

these time and resource wasting activities are mostly: lack of communication, 

inefficient resources or not understanding the requirements of the customer 

specs. This means, if a process is to be effective, then every activity must be 



properly documented; communication must be adequate; and customers’ 

need must be understood as much as possible. 

Muri (無理, “unreasonable”) is a Japanese term for overburden, 

unreasonableness or absurdity. It is based on the belief that “excessive 

strains put on the development processes and teams are most likely to result 

in unrealistic outcomes with limited time”. When a situation such as this 

arises, it is most likely due to inadequate skills, poor planning, under 

estimation and poor task schedules. So, how can these types of events are 

avoided during production? The answer is simple: plan the manufacturing 

process well; prioritize activities, understand the process variables such as 

time, resources, and skill levels of workers; ensure estimation is done 

correctly, etc. Identifying the balance between not enough work and too much 

work is a delicate and difficult point to achieve, but becomes one of the 

hallmarks of the Toyota Way. 

Mura (斑 or ムラ)[ is a traditional Japanese term for unevenness, 

inconsistency in physical matter or human spiritual condition. Unevenness can 

be found in fluctuation of customer demand, process times per product or 

variation of cycle times for different operators. Mura is avoided through Just In 

Time system which is based on little or no inventory, by supplying the 

production process with the right part, at the right time, in the right amount, 

and first-in, first out component flow. Just in Time create a “pull system” in 

which each sub-process withdraws its needs from the preceding sub-

processes, and ultimately from an outside supplier. When a preceding 

process does not receive a request or withdrawal it does not make more 

parts. This type of system is designed to maximize efficiency by minimizing 

storage overhead. 

Asprova has been instrumental in improving productivity by ensuring 

existence of only value adding activities in the supply chain. Our advanced 

planning and scheduling features assist manufacturing companies to identify 

the best way of doing the job through the removal of unnecessary financing 

costs, worthless inventory and overworked employees, thereby establishing a 

smooth flow of standardized work. 

 

http://en.wiktionary.org/wiki/%E7%84%A1%E7%90%86


 

5S: SEIRI, SEITON, SEISO, SEIKETSU 

AND SHITSUKE 

The 5S is the methodology of creation and maintaining well organized, clean, 

highly efficient and supreme quality workplace. Its result is the effective 

organization of the workspace, work flow with the intent of improving 

competence by eliminating waste, removal of losses associated with failures 

and breaks, reduced process inefficiencies and improved safety of work. Let’s 

briefly look at each of the 5S’s to get an idea on what you should do: 

Seiri (Sort)-When in doubt, move it out. Anywhere you have clutter; you have 

decisions waiting to be made. So put on your decision-making hat and begin 

to decide what deserves to stay and what needs to go. Sorting eliminates the 

waste material, nonconforming products, and any other items not used in the 

https://i2.wp.com/asprova.net/wp-content/uploads/2015/01/5s.jpg?ssl=1


process. Everything else is stored that helps to maintain the clean workplace 

and improves the efficiency of searching and receiving things, shortens the 

time of running the operation. 

Seiton (Set in order) – Focuses on setting the workplace in order to improve 

efficiency. This is more than just arranging the tools and equipment where and 

in the sequence they will be used. It is “straightening” the work path for 

materials, tools and the work process. Straightening the work process can 

include changes in dies or tooling that reduces finishing labor, for example. It 

may include interaction with the customer to implement design changes that 

result in cost reduction or quality improvement. 

Seiso (shine)–Keeping the workplace clean as well as neat. At the end of the 

shift, the work area is cleaned and everything is restored to its proper place. In 

straighten, the workplace is clearly marked where things go and gives 

confidence in the ability to find what is needed when it is needed. The key 

point here is that cleanliness is a regular part of the daily work effort, not an 

effort initiated when the workplace gets too messy.   

Seiketsu (Standardize) – Worked out and implemented standards in the form 

of procedures and instructions permit to keep order on the workplaces. 

Standards should be very communicative, clear and easy to understand. Each 

of the workers associated with the process on the given workplace should be 

explicitly involved during improvement and preparation stage as they know the 

best specificity of their own activities, and process of elaboration. 

Shitsuke (Sustain) – This means more than just maintaining what has been 

established. 5S becomes a way of life and a new way to operate. It is 

important that management does not allow a gradual decline back to the old 

ways of operating. Sustain also means that when an issue arises–a 

suggested improvement, a new tool becomes available, or a new output 

requirement–the process is reviewed for improvement. 

Asprova support the management, along with the employees to plan and 

implement the various steps of the 5S method. Our advanced planning and 

scheduling functions reduces lead-time and materials waste, develops 

communication skills and security, and creates a safe working environment by 



eliminating overworked employees, thereby successfully arriving at the 

benefits and goals to be achieved by 5S. 

 

 

GEMBA WALK 

Most leadership teams’ assumptions about what is happening in the 

workplace on a day-to-day basis do not align with the reality of what is actually 

taking place. Does that sound surprising to you? One very good solution to 

this problem is a Gemba Walk. A Gemba Walk is an alternative expression for 

the Japanese term ‘Genchi Genbutsu’ which is defined as, ‘Going to the 

source to find the facts to make correct decisions, build consensus, and 

achieve goals.’ A common slang expression for this is ‘Get your boots on and 

go see the reality.’ Don’t make dangerous assumptions about things you only 

know from a distance. 



When leaders leave their everyday tasks and walk the Gemba, they have an 

opportunity to ‘See or to Study’ with their own eyes and more deeply 

understand what is really happening inside the organization. This practice 

allows them to observe machinery conditions, ask about the practiced 

standards, and have a better understanding of the functions and processes 

around. This affords management a reliable, simple, and easy means of 

supporting the organization and encourages workplace standardization. 

The Gemba Walk is an excellent method of ensuring potential problems are 

addressed in the quickest possible time and at the lowest possible level. Its 

implementation begins with good planning and requires support from 

leadership and employees. In order to do this, here are some helpful hints: 

o Be candid in your approach while talking to your colleagues. Avoid 

formal ways of conversation as it results in rigid responses most of the 

time. 

o Listen passionately. People tend to be more interested in talking and 

sharing when they see leaders are paying due attention. 

o Instead of sharing your ideas, ask people to come up with their views 

and thoughts. People need to realize — ideas are sought in order to 

make things better for them. 

o An equal amount of time and focus need to be invested in every 

function. Biasness towards a section of people or function might ruin the 

whole purpose. A leader must be approachable by everyone in the 

organization. 

o Recognize people’s success immediately. When things are not going 

right, avoid giving immediate feedback in public. This should be done 

later on in private. 

o Be absolutely open and honest while answering any query or question. 

In case you do not have the right answer, please admit that, follow up 

and get back. If you are not in a position to share something, please say 

it upfront. Hiding facts or saying half-truths could completely destroy the 

trust. 

Asprova provide user’s the opportunity to discover which processes inside 

their business need adjustment, as they inhibit people’s ability to do the right 



thing. Valuable information gathered from our advanced planning and 

scheduling functions support leaders when they walk the Gemba to effectively 

engage with the workforce to solve problems, review ideas, pilot changes and 

tweak implementation issues. 

 

 

HENRY FORD: THE TALE OF 

ASSEMBLY LINE 

Henry Ford (1863 – 1947), one of the most influential industrialists in history, 

introduced his greatest innovations in October 1913 – the assembly line. The 

advance transformed the industry worldwide, and his mass-produced Model T 

helped create the American middle class. At that time, automobiles were 

expensive, custom-made machines. However, Henry Ford’s ambition was to 
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make “a motor car for the great multitude” and he wanted to build a high-

quality automobile that would be affordable to everyday people. He believed 

the way to do this was to manufacture one model in huge quantities. In doing 

so, he shaped the culture of America forever. 

Ford and his company’s engineers designed a car named the Model T. First 

offered for sale in 1908, the Model T was produced like other cars—one 

vehicle at a time. But the Model T was more sturdy and powerful than other 

cars. Considered relatively simple to operate and maintain, the auto offered 

no factory options, not even a choice of color. From the start, the Model T was 

less expensive than most other cars, but it was still not attainable for the 

“multitude.” Ford realized he’d need a more efficient way to produce the car in 

order to lower the price. He and his team looked at other industries and found 

four principles that would further their goal: interchangeable parts, continuous 

flow, division of labor, and reducing wasted effort. 

Using interchangeable parts required making the individual pieces of the car 

the same every time. Any valve would fit any engine and any engine would fit 

any frame. The standardization of parts also meant improving the machinery 

and cutting tools used to make the parts. Each worker then was trained to do 

just one step or a very few steps. Economists refer to this practice 

as specialization. To improve the flow of the work, it needed to be arranged in 

a way that as one task was finished, another began, with minimum time spent 

in set-up. Ford was inspired by the meat-packing houses of Chicago and a 

grain mill conveyor belt he had seen. If he brought the work to the workers, 

they spent less time moving about. 

Ford also called in Frederick Taylor, the creator of “scientific management,” to 

do time and motion studies to determine the exact speed at which the work 

should proceed and the exact motions workers should use to accomplish their 

tasks. Ford put these principles into play gradually over five years, fine-tuning 

and testing as he went along. In 1913, they came together in the first moving 

assembly line ever used for large-scale manufacturing and Ford produced 

cars at a record-breaking rate. That meant he could lower the price and still 

make a good profit by selling more cars. 

http://www.econedlink.org/lessons/economic-glossary-definition.php?term=Specialization


With careful guidance of Asprova’s resourceful software, Ford’s manufacturing 

principle has been successfully adopted by world class companies. 

Our advanced planning and scheduling function is able to bring the luxury, 

convenience and freedom of the automobile to the masses by drastically 

reducing the cost of production through elimination of waste, establishing a 

smooth flow of standardized work and by providing higher quality and more 

reliable products. 
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CONTINUOUS IMPROVEMENT TOOL: 

QUALITY CIRCLE 

http://www.asprova.com/en/asprova/20090224225959.html
https://www.flickr.com/photos/pavdw/


Kaoru Ishikawa, a professor at Tokyo University, is attributed with much of the 

development of the idea of quality circles. It created great excitement in the 

West in the 1980s, at a time when every Japanese management technique 

was treated with great respect. A quality circle is a small group of between 

three and 12 people who do the same or similar work, voluntarily meeting 

together regularly for about one hour per week in paid time, usually under the 

leadership of their own supervisor, and trained to identify, analyze and solve 

some of the problems in their work, presenting solutions to management and, 

where possible, implementing solutions themselves. 

Most people have the ability to tackle a wide range of problems at work in an 

imaginative and creative way. However, the ability of an average person at 

work is used partly. The QC concept assumes that once members are trained, 

they will be able to organize themselves to use their time effectively and there 

will be no need of outsiders to tell them what to do. If everyone is given a 

chance to use his/her talents to solve work related problems collectively, the 
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results will be extremely positive. Problems at work place are best solved by 

the people most affected. 

Ira B. Gregerman outlined a number of requirements for a business 

contemplating the use of quality circles. First, the business owner should be 

comfortable with a participative management approach. It is also important 

that the business have good, cooperative labor-management relations, as well 

as the support of middle managers for the quality circle program. The owner 

must be willing and able to commit the time and resources needed to train the 

employees who will participate in the program, particularly the quality circle 

leaders and facilitators. It may even be necessary to hire outside facilitators if 

the time and expertise does not exist in-house. 

Some businesses may find it helpful to establish a steering committee to 

provide direction and guidance for quality circle activities. Even if all these 

requirements are met, the business will only benefit from quality circles if 

employee participation is voluntary, and if employees are allowed some input 

into the selection of problems to be addressed. Finally, the owner must allow 

time for the quality circles to begin achieving desired results; in some cases, it 

can take more than a year for expectations to be met. 

Successful quality circles offer a wide variety of benefits for businesses. For 

example, they serve to increase management’s awareness of employee 

ideas, as well as employee awareness of the need for innovation within the 

company. Quality circles also serve to facilitate communication and increase 

commitment among both labor and management. In enhancing employee 

satisfaction through participation in decision-making, such initiatives may also 

improve business’s ability to recruit and retain qualified employees. In 

addition, many companies find that quality circles further teamwork and 

reduce employee resistance to change. 

Reliable resources gathered from Asprova allows QC members to validate 

that the “problems” are indeed problems, select the priority problem, and 

again use the information to define the extent of that problem. Besides, our 

advanced planning and scheduling functions also facilitate QC members to 

devise solutions to such problems that will ultimately improve business’s 



overall competitiveness by reducing costs, improving quality, and promoting 

innovation. 
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