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Senior Management Team

Total: 700
D/L: 450
Team Leaders: 30

Past Model Service

Products

• Toyota
• Subaru
• Mazda
• GM

• Toyota
• Nissan
• GM
• Subaru
• Mazda



Timeline & “Lean Journey”

Lehman 
Shock

COVID 199/11

Unintended
Acceleration

Tsunami

“Necessary Knowledge for Leaders”
- TRJ TPS Group

• U shaped cells
• Std. Work Chart
• 5S
• Muda
• Kanban
• Andon

Heijunka post

• TWI JI, JR
• Toyota Kata
• TR 3E (Kaizen Circle)

“The QSS Way”
• Page 1 in employee handbook
• Guideline for ethical behavior addressing:

• Customers
• Associates (employees)
• Managers
• Community
• Partners (ownership)

Organization Framework for CI                May 10, 2023

Toyota Kata

IK            CK
TWI

JI               JR
Responsibilities / Output

[CI Related]
LevelGoal

• Strategic Direction
• Organization Design
• Resource Allocation
• Management Development

Senior
Management

Top
Directed

• Create KPIs and Achieve Results
• Develop Team

Manager 

• T/L Development
• CI Plan for Area

Section Manager

• Create Standardized Work
• Train Operators
• Lead Kaizen Teian

Team Leader
Assistant T/L

• Abnormality Handling
• Change Point Control
• Kaizen Teian

Technician

• Standardized Work
• Kaizen Teian

OperatorBottom
Driven

1. Liker (2004) The Toyota Way
2. Rother (2010) Toyota Kata
3. Robinson & Schroeder (2014) The Idea Driven Organization
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What is the 3E Activity?

• Self directed small group continuous improvement activity
• different from traditional QC Circle activity

• creativity, non-traditional ideas and viewpoints 

• Excellent Colleagues

• Excellent Workplace

• Excellent Work

Source: Tokai Rika Co. Ltd., Human Resources Dept. (2005)

2/27/2025 TPS for Team Leaders Module #3 "Kaizen" 9

Why do we need the 3E Activity?

It’s important to improve organizational power on a global basis.

• Organizational Power = Problem Solving Ability
• Problem = the gap between current status and ideal status based on vision or strategy

Unless we become the group that is full of creativity and self-directive, otherwise we can’t 
survive in the global competition.

If we only do what was ordered, it’s impossible considering from international wage level.

Source: Tokai Rika Co. Ltd., Human Resources Dept. (2005)
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3E Activity – Tokai Rika Global initiative

• Teams were given working time to meet, discuss, and solve problems
• Presentations to Management – scheduled events

• Corporate wide activity tracking and publicity

• Driven by manager, facilitated by supervisor

• Participation rate was high; Teams were adept at TWI and Kata tools

Problem identification and selection was inconsistent and varied

Event based

Activity ceased with COVID pandemic

Corporate Publication of 3E Activity



Background



Creating a CI Culture

• NOT Specialist led Kaizen Events
• “Improvement is [insert name here]’s job.”
• “We only do improvement on special occasions.”

• IS Everyone Everyday
• How to make it part of the daily routine?

• TWI Service – the most effective way to impact factory performance is 
through the supervisor (JI, JR, JM)

• Focus in 1940s was output, throughput, efficiency
• New Focus: Continuous Improvement in the context of TPS 
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Toyota 
Kata

TWI
JI, JR

?



Additional Resources

1996 1999  HBR

CI Culture & Innovation Capability for T/Ls
Topics and ToolsFoundational 

Element
DNA of TPS

[4 Rules]
Lean Thinking

[5 Steps]

Goals: Highest Quality, Lowest 
Cost, Shortest Lead Time

1. Specify Value

• Flow Charts

• TWI-JI

Heijunka

Standardized 
Work

The Pathway for every product and service must be simple and direct (Rule 3)

All work shall be highly specified as to its Content, Sequence, Timing, & 
Outcome (Rule 1)

2. Identify the 
Value Stream

3. Make the Value 
Stream Flow

Every customer-supplier connection must be direct, and there must be an 
unambiguous yes-or-no way to send requests and receive responses (Rule 2)

4. Let customers 
pull Value through 
the system

• Toyota KataKaizenAny improvement must be made in accordance with the Scientific Method, 
under the guidance of a teacher, at the lowest possible level in the 
organization (Rule 4)

5. Relentlessly 
pursue Perfection
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TPS for Team Leaders

Heijunka
“leveling”



Lean Production & Lean Thinking

1. Specify Value (vs waste)

2. Identify the Value Stream

3. Make the Value Stream Flow

4. Let Customers Pull Value through the 
system

5. Relentlessly pursue Perfection

1996
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What is the Value provided by your process?

• Who is the Customer?

• What do they want?

• How is this being provided currently?
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1. Specify Value 
Example – D13 Anchor Subassembly
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Value to the finishing line customers is:
One returnable container with a Kanban for 96 pieces containing 2 trays; 
each tray containing 48 pieces of anchor subassembly in orientation
Delivered to the rack in the components storage location

2. Identify th Value Stream
Example – D13 Anchor Subassembly
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CS2

3. Make the 
Value Stream 
Flow
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Source: Insights on 
Why, When, and How 
Value-Stream Mapping 
is a Vital Part of 
Continuous 
Improvement. Lean 
Enterprise Institute, 
2022.



Flowcharts!

A flowchart is a picture of the separate steps of a process in sequential 
order, used to:

• Develop an understanding of how a process is done

• Study a process for improvement

• Communicate to others how a process is done or where improvement 
opportunity exists

Source: The Quality Toolbox, Second edition. ASQ
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Flowchart Basic Procedure

1. Define the process to be diagrammed

2. Decide on the boundaries
• Where does it start?

• Where does it end?

3. Decide on the level of detail to be included
• This may change and evolve with the exercise

Source: The Quality Toolbox, Second edition. ASQ
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Examples
1. High-Level Flowchart for an Order-Filling Process

2. Detailed Flowchart
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Source: The Quality Toolbox, Second edition. ASQ

1 2 3 4 5 6

2

3

1

4

5

6

Example – CS2 
D13 Anchor Subassembly
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Kanban order  

to build

changes flip card & 

inspection points.

Are 

components 
available at 

the work 

station?

Install bushing to 

anchor & place in tray

Place tray in a box

Return empty boxes 

empty location and 
retreive new anchors 

and bushing boxes 
from lineside location

Scan and mail 

component PIK & PWK
PC

End

NO

YES

Is the 

tray 
full?

NO

Is the 

box 
full?

Place tray in a box, scan 

FG kanban & place 
complete anchor assy' 

box on delivery cart

YES

NO

Deliver to D13 

Inventory location

Retrieve empty boxes 

and PIKs

D13

Return to CS2

YES

Flowchart of the cycle to produce 
one unit of value



Measuring Flow
1. Cycle Time

• The amount of time elapsed between entry and exit of a process

• Unit of measure: seconds, minutes

• Lead Time and Bottlenecks are specific cases of Cycle Times

2. Throughput

• Output of a production process per unit of time

• TH = number of good parts produced / time to produce

• Unit of measure: pieces per hour, pieces per minute

3. Yield

• Ratio of good product produced 

• Y = # of good parts produced / (# of good parts produced + scrap)

• Unit of measure : percentage
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Example – CS2 
D13 Anchor Subassembly
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Kanban order  

to build

changes flip card & 

inspection points.

Are 

components 
available at 

the work 

station?

Install bushing to 

anchor & place in tray

Place tray in a box

Return empty boxes 

empty location and 
retreive new anchors 

and bushing boxes 
from lineside location

Scan and mail 

component PIK & PWK
PC

End

NO

YES

Is the 

tray 
full?

NO

Is the 

box 
full?

Place tray in a box, scan 

FG kanban & place 
complete anchor assy' 

box on delivery cart

YES

NO

Deliver to D13 

Inventory location

Retrieve empty boxes 

and PIKs

D13

Return to CS2

YES

Flowchart of the cycle to produce 
one unit of value



Example – CS2 
D13 Anchor Subassembly
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Kanban order  

to build

changes flip card & 

inspection points.

Are 

components 
available at 

the work 

station?

Install bushing to 

anchor & place in tray

Place tray in a box

Return empty boxes 

empty location and 
retreive new anchors 

and bushing boxes 
from lineside location

Scan and mail 

component PIK & PWK
PC

End

NO

YES

Is the 

tray 
full?

NO

Is the 

box 
full?

Place tray in a box, scan 

FG kanban & place 
complete anchor assy' 

box on delivery cart

YES

NO

Deliver to D13 

Inventory location

Retrieve empty boxes 

and PIKs

D13

Return to CS2

YES

10

4

2

5

35

35

5

2

5

x48

x2

C.T.1 = 
2+10+5+4(48)+2+4(48)+2+5+35+5+35
= 485 seconds

C.T.2 = 
2+4(48)+2+4(48)+2+5+35+5+35
= 470 seconds

Wgt. Avg.  C.T. = [C.T.1 + 3(C.T.2)] / 4
= 474 seconds or 7.9 minutes (per box)

Throughput = 7.6 boxes per hour

Yield = 100%

x1/4

4. Let customers pull value through the system
Heijunka – “levelized production”

1. TAKT 

• Beat, pulse, rhythm, cadence

• The maximum allowable time to produce each product to meet customer 
demand in a scheduled working period

• TAKT = Available working time in period / demand within the period

• Unit of measure: seconds per piece, minutes per piece

• Takt time depends on Customer Demand and planned working time 
within the same period.

• Takt time is independent of process specifics
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Example – CS2 
D13 Anchor Subassembly
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Kanban order  

to build

changes flip card & 

inspection points.

Are 

components 
available at 

the work 

station?

Install bushing to 

anchor & place in tray

Place tray in a box

Return empty boxes 

empty location and 
retreive new anchors 

and bushing boxes 
from lineside location

Scan and mail 

component PIK & PWK
PC

End

NO

YES

Is the 

tray 
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NO

Is the 

box 
full?

Place tray in a box, scan 

FG kanban & place 
complete anchor assy' 

box on delivery cart

YES

NO

Deliver to D13 

Inventory location

Retrieve empty boxes 

and PIKs

D13

Return to CS2

YES

Example – CS2 
D13 Anchor Subassembly
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Kanban order  

to build

changes flip card & 

inspection points.

Are 

components 
available at 

the work 

station?

Install bushing to 

anchor & place in tray

Place tray in a box

Return empty boxes 

empty location and 
retreive new anchors 

and bushing boxes 
from lineside location

Scan and mail 

component PIK & PWK
PC

End

NO

YES

Is the 

tray 
full?

NO

Is the 

box 
full?

Place tray in a box, scan 

FG kanban & place 
complete anchor assy' 

box on delivery cart

YES

NO

Deliver to D13 

Inventory location

Retrieve empty boxes 

and PIKs

D13

Return to CS2

YES

10

4

2

5

35

35

5

2

5

x48

x2

C.T.WA =474 s or 7.9 minutes (per box)
x1/4

Calculate Takt Time
Customer Demand = 14,000 pcs per day
(2 shifts/day)

Demand = 7,000/shift or 73 boxes /shift
Working Time = 437 minutes per shift

Takt Time = 437 min / 73 boxes
= 6 minutes (per box)



Group Exercise
What is the problem?
How to address?

Heijunka – Takt and Flow relationships
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Headcount

7.6 Boxes per hour
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6 min

4 min

12 min

Takt Time

100%

66%

Takt = 6 min

132% 3 min



On line

Standardized Work
Defining Normal – a mental model of what is supposed to be happening

Smooth flow to takt time



Decoding the DNA of TPS

1999 HBR
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Creating Standardized Work = Defining “Normal”
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Example – CS2 
D13 Anchor Subassembly
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5S – What Comes to Mind?
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In Japanese…

1. Seiri

2. Seiton

3. Seiso

4. Seiketsu

5. Shitsuke

In English…

1. Sort

2. Straighten

3. Shine

4. Standardize

5. Sustain

“2S Needs to Improve!”

Lost in Translation

“Organize”
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1. SORT

“Required”

“NOT
Required”

Often Seldom

2. STRAIGHTEN

2S – A Specific Kind of Organizing Before Cleaning
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“Operator as 
Surgeon”

2S Condition

1. SORT – Identify 
what is needed 
and the frequency 
of use

2. STRAIGHTEN –
Arrange needed 
tools and materials 
to optimize 
smooth flow 

Standardized Work

1. NORMAL vs ABNORMAL
• Important Steps
• Key Points
• Reasons

2. SMOOTH FLOW to TAKT TIME
• Safety
• Quality
• Productivity

1. 2S Condition is a reflection of Standardized Work
2. To maintain good 2S, Focus on Standardized Work!

2S Condition & Standardized Work
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Kaizen
Continuous Improvement

Lean Production & Lean Thinking

1. Specify Value (vs waste)

2. Identify the Value Stream

3. Make the Value Stream Flow

4. Let Customers Pull Value through the 
system

5. Relentlessly pursue Perfection

1996
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Decoding the DNA of TPS

1999 HBR

2010
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THE 4-STEPS OF THE
IMPROVEMENT KATA
MODEL

The model we used to explain our findings resembles other creative and scientific models, such as:

Systems thinking, critical thinking, learning organization, design thinking, creative thinking, 
solution-focused practice, preferred futuring, skills of inquiry, evidence-based learning

Conduct Experiments
to get thereGrasp the 

Current
Condition

Establish 
your Next

Target
Condition

Get the 
Direction or
Challenge

1

2

3

4

Source: Mike Rother (2015) The Challenge of Developing Lean Management
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Source: Rother (2010) Toyota Kata

Kata = Practice Routine
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54

• I’ll roll a die three (3) times and sum the numbers.
• The sum will be a number between 3 and 18.

THE DICE EXPERIMENT

Before I roll, please write down:

What will be the sum of the 3 rolls?
Source: Mike Rother (2015) The Challenge of Developing Lean Management
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56

QUESTION #2

What will be the next number in this series?

Please write down your answer

2, 4, 6, 8, 10, 12, ?

Source: Mike Rother (2015) The Challenge of Developing Lean Management
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ANSWER

Those of you who wrote down
the incorrect number...

How do you feel this time?

2, 4, 6, 8, 10, 12, 2

Source: Mike Rother (2015) The Challenge of Developing Lean Management
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[QC Board - Back side][PC Board - Front side]

• Highest Quality
• Lowest Cost
• Shortest Lead Time
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Purpose  Supervisor led Non event based CI!

StandardizeImprove
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Kanban order  

to build

changes flip card & 

inspection points.

Are 

components 
avai lable at 

the work 

station?

Install bushing to 

anchor & place in tray

Place tray in a box

Return empty boxes 

empty location and 
retreive new anchors 

and bushing boxes 
from lineside location

Scan and mail 

component PIK & PWK
PC

End

NO

YES

Is the 

tray 
ful l?

NO

Is the 

box 
ful l?

Place tray in a box, scan 

FG kanban & place 
complete anchor assy' 

box on delivery cart

YES

NO

Deliver to D13 

Inventory location

Retrieve empty boxes 

and PIKs

D13

Return to CS2

YES

Classroom 
Session 1- SW

Classroom 
Session 2 -
Heijunka

Classroom 
Session 3 -

Kaizen

Document process, identify opportunity, next target, experiment

Feedback 
Friday! Presentations and Peer Review 

Week #1

Week #2

Week #3

First Trial…
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Second Trial…
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SatFriThuWedTueMonSun
282726252423

Group 1-1
Heijunka

22

5432130
Group 1-2
Standardized 

Work

29

12121098
Group 2-1

Heijunka

7
Group 1-3

Kaizen

6

19181716
Group 2-2

SW

151413

262524
Group 2-3

Kaizen

23222120

32131292827

O
ct

o
b

er
 2

0
2

4

Practical assignment #1

Practical assignment #2

Practical assignment #3

Conclusions / Takeaways
1. Strategic Purpose is to develop:

o An organizational capability of problem solving and adaptability
o A culture of Continuous Improvement and Learning
o An environment for future innovation 

We need to constantly identify and be working on the right problems!
2. Develop TPS Foundational elements at T/L level – in order

1. Heijunka
2. Standardized Work
3. Kaizen

3. To understand Heijunka, Focus on FLOW
1. ALL work is a process; all processes must flow
2. Process flow can be depicted by a Flow Chart

• Flow can be measured and quantified
• Heijunka – compare required flow with actual flow
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Lessons learned – scalable Problem Solving

• Flow charts provide Team Leaders with a mental model for what is 
supposed to be happening

• Easy to see problems

• Identify Standardized Work requirements

• Facilitate Root Cause Analysis – what isn’t happening, and why?

• Understand current condition – what could be better? How?

• Flow charts depict logic systems
• TPS – Yes/No unambiguity

• Machine Controls

Questions and Discussion


