
 

The Toyota Production System (TPS) guides the design, man-

ufacture and delivery of Toyota's products by maximizing labor 

productivity, business efficiency and by minimizing waste. 

Whilst within Toyota the term "Lean" is not used as a label to 

describe how the business operates, "Lean" and “Just-in-

Time” manufacturing are terms that describe what Toyota do. 

Theses methods and ideas were originally  developed as a 

manufacturing philosophy, however they are now being ap-

plied to almost every industry and type of operation. 

The two key ideas that underpin the “Toyota way” of manage-

ment are Jidoka (automation with a human touch) and Just-in-

time, though the system has as many as 13 philosophies be-

hind it. TPS was originally developed back in the latter half of 

the 20th century and has since seen continuous improvements 

delivering those that use it, greater speed to market and great-

er efficiency. 

Wondering what makes the Toyota Production System so effi-

cient? It’s the 13 pillars that every person involved in organiza-

tions business processes abide by. We’ve provided some 

more explanation, so you can implement lean changes in your 

own production processes. While some principles are specific 

to Toyota, others are relevant across all modern organizations. 

We’ll talk about the ideas you can apply to your own business. 

 

Jidoka  

The Jidoka concept should be adopted to quickly spot and 

correct any problems that arise. It’s translated to “automation 

with a human touch” because machines should be able to spot 

the error and safely pause production, so humans can then 

inspect and amend the issue. Interestingly, at the moment 

there is a trend to move towards full, "lights out", manufactur-

ing where humans are completely removed from production. 

Toyota is resisting this trend and continues to see the value of 

combining the best aspects of automation with the best use of 

human intellect and problem solving abilities. 

 

 

Just-in-Time  

A lean workplace only makes what is needed, when it’s need-

ed. This is to reduce waste and keep production at an even 

flow. New jobs or stock should only be delivered when the cur-

rent inventory is almost used up, to save on space and avoid 

disruption 

Just-in-time uses a pull, not push, system to bring the quanti-

ties of items needed for each phase of the production process. 

This way, cars can be built efficiently and without wasting 

money. Non manufacturing processes including administrative 

and service based processes, experience the same benefits in 

time and money savings, by applying Just-in-time principles. 

 

Poka-Yoke 

Translated simply, poka-yoke means avoid mistakes. The TPS 

employs automatic devices that can stop the system if some-

thing goes wrong, to resolve the error before it escalates and 

leads to large quantities of wastage. 

 

Hansei 

Hansei describes the process of learning from your mistakes. 

Recognising where things go wrong is essential to avoid it 

happening again. Toyota regularly holds hansei meetings to 

get the business team together and reflect on mistakes, to put 

preventative plans in place for the future. Problems and mis-

takes are embraced... so long as you learn from them. 

 

Heijunka 

Heijunka is designed to keep the production process as 

smooth as possible. It means having just enough parts to build 

a specific number of products (or cars, in Toyota’s case). It 

solves problems that can arise when numerous batches are 

sent down the assembly line at once, so workers don’t have to 

manage different levels of requirements for different batches. 

 

Kaizen 

Kaizen is the Japanese word for continuous improvement, and is 

at the heart of lean manufacturing and the Toyota Production 

System. It empowers every individual in the workplace to speak 

up and make a change where they see room for improvement. 

Rather than setting aside quarterly production assessment meet-

ings, Kaizen demands small but ongoing improvements. 

 

Genchi Genbutsu 

This directly translates as "Actual place, Actual thing". This ex-

pressed the idea that managers should be present in the place 

when the work is occurring, looking at the actual parts being pro-

duced. Managers should not delegate their understanding of what 

is actually going on, if they want to know how to truly make im-

provements. Being separated from the manufacturing team stops 

leaders from seeing problems for themselves, making them una-

ble to come up with the best solution. 

 

Nemawashi 

Decisions and information in the TPS are openly shared with all 

employees. This is the idea that, for large decisions that will di-

rectly affect a number of different stakeholders, then those people 

should genuinely be involved in decision-making processes. 

Pushing through changes without consultation  is a recipe for 

wasted effort, sub optimal solutions, and a reduced likelihood of 

success. 

 

Muda, Muri, Mura 

Muda, Muri and Mura all describe different forms of waste. 

Muda means simply waste, or activities that don’t add value for 

the customer. 

Muda is divided up into 9 categories: over-processing, overpro-

duction, waiting, motion, inventory, transportation, defects, space 

and wasted human potential. 

Muri describes a process than is overburdened and can't keep 

up. TPS eliminates this to ensure consistent and reliable perfor-

mance. Teams and customers are happier when work levels are 

reasonable and consistently achieved. 
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Mura translates to unevenness, which the TPS eliminates 

by training workers across a range of machines to ensure 

balanced work in production.Muda is divided up into 9 cat-

egories: over-processing, overproduction, waiting, motion, 

inventory, transportation, defects, space and wasted hu-

man potential. 

Muri describes a process than is overburdened and can't 

keep up. TPS eliminates this to ensure consistent and 

reliable performance. Teams and customers are happier 

when work levels are reasonable and consistently 

achieved. 

Mura translates to unevenness, which the TPS eliminates 

by training workers across a range of machines to ensure 

balanced work in production. 
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The Lean Six Sigma Academy is the scheme owner of Lean Six Sigma. We publish Lean Six Sigma training content including syllabi, 

readers, exercise books, presentation materials, templates and exams. The content is available in several languages. We support 

many training companies and educational institutions around the world. This way you can focus on your students and participants 

while we are focusing on the development of the content you need. Training companies and educational institutions may request the 

status of ATO ('Accredited Training Organization'), enabling them to subscribe participants for the official exams. These exams are 

offered on paper as well as through proctoring. 

 

About OE Partners 

OE Partners is one of our Accredited Training Organizations. The main goal of OE Partners is to to improve the productivity of Austra-

lian organisations. Productivity gains enable businesses to grow, in turn creating jobs and opportunities for innovation. Ultimately, bet-

ter productivity means a better quality of life for us all. The diversity of our clients represents the breadth of our experience. 

The team of business improvement consultants, facilitators and trainers work across many industries, including manufacturing, retail 

and distribution, software as a service, agriculture and government, working collaboratively to deliver fresh thinking and independent 

advice and guidance – all backed up by real world experience and evidence-based solutions. 

So what does this mean for you? Whether you engage with us to work on a straightforward cost reduction project or have a vision for 

completely transforming how you do business, you know you’re dealing with experts who will help you succeed in improving your orga-

nisational performance.
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