THE VALUE OF EVERY SECOND

You can see from what you’ve read so far that profound respect for standards was a given in our
environment. Time was very much the essence here, and this was reflected in TMMK’s attendance
policy that was in force when we first started

I learned about this the hard way back in the days when I was a new team member. One
day, I arrived at my process 30 seconds late. I knew from my new hire orientation about our start
and stop times for first shift, and how important it was to be on time, but I had just assumed I
would get a pass if it was just a few seconds late.

I was a little surprised, then, when I was asked to meet with my group later that day to
discuss how I was going to cover my “lost time.” In our discussion, I was reminded that in order
to ensure that quality and productivity expectations were met, a team leader had to cover over
half my process. Even though my absence was very brief, it was still an absence that triggered a
necessary action by my team leader.

I quickly internalized this, as did my fellow team members, and developed the habit of
being at my work process on time, fully dressed in my PPE (personal protective equipment).
Furthermore, I set my mind to achieving perfect attendance, as there were rewards for that.

Now, when I share this story with people who are unfamiliar with Toyota’s culture, many
folks jump to the conclusion that TMMK (Toyota) policies are insensitive to people and overly
rigid with standards. Many are used to thinking, “Who cares if I'm 30 seconds late? Even if I'm
30 minutes late, it shouldn’t make that much difference. I will just make up my time later in the
day or come in early the next morning.”

The point is, every team member at TMMK plays an essential role in supporting the overall
output, and every second counts. Respect for each of those seconds isn’t something you can turn
on and off when it is convenient — you really have to live up to the expectations they were created
from. And as we will see, this is a big part of what we call DNA.

The attendance policy, therefore, was connected with a deeper purpose. The unsaid
message here was, “Tracey-san, you are a contributor to our Plastics team, which ensures our
Assembly shop internal customer has all their expectations met. We need your contribution so we
can set the stage for the external customer to have a smile.”
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Getting that smile from the external customer depended on individuals in all functional
areas within TMMK (Toyota) understanding their role in the “order to customer” value stream.
When you truly embrace the meaning and cost translation of a second of time, it’s the pathway to
purpose.

As Eiji Toyoda says in the Toyota Way, “People are the most important asset to a company,
they are also the determinant of the rise and fall of an organization.” The attendance policy, seen
in this light, respects the true value of each and every individual to the organization. And when
you consider how deeply TMMK invested in us, there can be no question about its commitment
to this way of thinking.

Let’s get back to that 30 seconds for a moment. Remember our journey to get model
changes down from several days to several minutes?

Here’s another example. When we started at TMMK, the expectation was that we’d be able
to send a new car off the line every 60 seconds. We found this unbelievable — even 65 seconds
seemed nearly impossible in those early days — but little did we know that several years down the
road, we would see the takt standard drop as low as 53 seconds.

This was achieved, literally, one second at a time, and every employee contributed ideas
to move us forward. Our trainers taught us that the key to improvement wasn’t trying to hit a
home run every time — it was about getting lots of base hits, and finding ways to minimize errors
and avoid repeating mistakes. As well, it was about looking for ways to improve every single day.
That’s how Toyota achieves its phenomenal results.

One of my first trainers illustrated this point by challenging us to observe and discover one
second of waste at our processes. This seemed at first to be a joke to me, but I quickly realized no
one was laughing. We Instrument Panel (I/P) team members glanced at each other with a puzzled
look, because many of us were thinking, “Is a second really so important that we need to spend
our time searching for one?” We felt we could use our time more wisely — what an assumption
that was!

Our trainer, sensing our skepticism, said, “Let me explain the importance of one second
to this company (TMMK).” So we all gathered around a flipchart out by the process, and he began
to jot down a few numbers. He explained that if every team member in the entire plant, not just
our I/P team, saved a second of time, the accumulated savings would allow us to produce eight
more Camrys in a single shift.

I wondered, “How could this be possible?” But when you accounted for all the variables —
number of employees, number of processes, seconds in each cycle, etc. — and did the math, eight

Camrys per shift was the correct number.
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I don’t know the exact impact on profitability, but one can assume that eight cars per shift
with no additional investment is going to make a significant difference to the company. And it
provides a definitive “yes” to the question, “Could what I do each day be that important to the
overall company output?” This message was very empowering, and it helped us internalize just
how important our jobs were.

What’s exciting here is that TMMK, by placing continuous improvement in the hands of
the workforce, was assigning enormous responsibility to each and every worker — essentially, they
were entrusting us with the value of those precious seconds, which cumulatively added up to
significant benefits for both the company and our customers.

This reinforced our understanding of DNA, and our commitment to “go thinking,” a
phrase that we used at the time and is now printed on the back of our business cards. And yes, it

showed that being 30 seconds late really does make a difference.

Richardson, Tracey M., and Ernie Richardson. “Discipline and Accountability: The Key to Continuous Improvement Thinking.” 3
The Toyota Engagement Equation: How to Understand and Implement Continuous Improvement Thinking in Any Organization,
McGraw-Hill Education, 2017, p. 79-82




<<

  /ASCII85EncodePages false

  /AllowTransparency false

  /AutoPositionEPSFiles true

  /AutoRotatePages /None

  /Binding /Left

  /CalGrayProfile (Dot Gain 20%)

  /CalRGBProfile (sRGB IEC61966-2.1)

  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)

  /sRGBProfile (sRGB IEC61966-2.1)

  /CannotEmbedFontPolicy /Error

  /CompatibilityLevel 1.6

  /CompressObjects /Tags

  /CompressPages true

  /ConvertImagesToIndexed true

  /PassThroughJPEGImages true

  /CreateJobTicket false

  /DefaultRenderingIntent /Default

  /DetectBlends true

  /DetectCurves 0.0000

  /ColorConversionStrategy /CMYK

  /DoThumbnails false

  /EmbedAllFonts true

  /EmbedOpenType false

  /ParseICCProfilesInComments true

  /EmbedJobOptions true

  /DSCReportingLevel 0

  /EmitDSCWarnings false

  /EndPage -1

  /ImageMemory 1048576

  /LockDistillerParams false

  /MaxSubsetPct 100

  /Optimize false

  /OPM 1

  /ParseDSCComments true

  /ParseDSCCommentsForDocInfo true

  /PreserveCopyPage true

  /PreserveDICMYKValues true

  /PreserveEPSInfo true

  /PreserveFlatness true

  /PreserveHalftoneInfo false

  /PreserveOPIComments true

  /PreserveOverprintSettings true

  /StartPage 1

  /SubsetFonts true

  /TransferFunctionInfo /Apply

  /UCRandBGInfo /Preserve

  /UsePrologue false

  /ColorSettingsFile ()

  /AlwaysEmbed [ true

  ]

  /NeverEmbed [ true

  ]

  /AntiAliasColorImages false

  /CropColorImages true

  /ColorImageMinResolution 300

  /ColorImageMinResolutionPolicy /OK

  /DownsampleColorImages true

  /ColorImageDownsampleType /Bicubic

  /ColorImageResolution 300

  /ColorImageDepth -1

  /ColorImageMinDownsampleDepth 1

  /ColorImageDownsampleThreshold 1.50000

  /EncodeColorImages true

  /ColorImageFilter /DCTEncode

  /AutoFilterColorImages true

  /ColorImageAutoFilterStrategy /JPEG

  /ColorACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /ColorImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000ColorACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000ColorImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasGrayImages false

  /CropGrayImages true

  /GrayImageMinResolution 300

  /GrayImageMinResolutionPolicy /OK

  /DownsampleGrayImages true

  /GrayImageDownsampleType /Bicubic

  /GrayImageResolution 300

  /GrayImageDepth -1

  /GrayImageMinDownsampleDepth 2

  /GrayImageDownsampleThreshold 1.50000

  /EncodeGrayImages true

  /GrayImageFilter /DCTEncode

  /AutoFilterGrayImages true

  /GrayImageAutoFilterStrategy /JPEG

  /GrayACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /GrayImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000GrayACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000GrayImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasMonoImages false

  /CropMonoImages true

  /MonoImageMinResolution 1200

  /MonoImageMinResolutionPolicy /OK

  /DownsampleMonoImages true

  /MonoImageDownsampleType /Bicubic

  /MonoImageResolution 1200

  /MonoImageDepth -1

  /MonoImageDownsampleThreshold 1.50000

  /EncodeMonoImages true

  /MonoImageFilter /CCITTFaxEncode

  /MonoImageDict <<

    /K -1

  >>

  /AllowPSXObjects false

  /CheckCompliance [

    /None

  ]

  /PDFX1aCheck false

  /PDFX3Check false

  /PDFXCompliantPDFOnly false

  /PDFXNoTrimBoxError true

  /PDFXTrimBoxToMediaBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXSetBleedBoxToMediaBox true

  /PDFXBleedBoxToTrimBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXOutputIntentProfile (None)

  /PDFXOutputConditionIdentifier ()

  /PDFXOutputCondition ()

  /PDFXRegistryName ()

  /PDFXTrapped /False



  /CreateJDFFile false

  /Description <<



    /BGR <>

    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>

    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>

    /CZE <>

    /DAN <>

    /DEU <>

    /ESP <>

    /ETI <>

    /FRA <>

    /GRE <>



    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)

    /HUN <>

    /ITA <>

    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>

    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>

    /LTH <>

    /LVI <>

    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)

    /NOR <>

    /POL <>

    /PTB <>

    /RUM <>

    /RUS <>

    /SKY <>

    /SLV <>

    /SUO <>

    /SVE <>

    /TUR <>

    /UKR <>

    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)

  >>

  /Namespace [

    (Adobe)

    (Common)

    (1.0)

  ]

  /OtherNamespaces [

    <<

      /AsReaderSpreads false

      /CropImagesToFrames true

      /ErrorControl /WarnAndContinue

      /FlattenerIgnoreSpreadOverrides false

      /IncludeGuidesGrids false

      /IncludeNonPrinting false

      /IncludeSlug false

      /Namespace [

        (Adobe)

        (InDesign)

        (4.0)

      ]

      /OmitPlacedBitmaps false

      /OmitPlacedEPS false

      /OmitPlacedPDF false

      /SimulateOverprint /Legacy

    >>

    <<

      /AddBleedMarks false

      /AddColorBars false

      /AddCropMarks false

      /AddPageInfo false

      /AddRegMarks false

      /ConvertColors /ConvertToCMYK

      /DestinationProfileName ()

      /DestinationProfileSelector /DocumentCMYK

      /Downsample16BitImages true

      /FlattenerPreset <<

        /PresetSelector /MediumResolution

      >>

      /FormElements false

      /GenerateStructure false

      /IncludeBookmarks false

      /IncludeHyperlinks false

      /IncludeInteractive false

      /IncludeLayers false

      /IncludeProfiles false

      /MultimediaHandling /UseObjectSettings

      /Namespace [

        (Adobe)

        (CreativeSuite)

        (2.0)

      ]

      /PDFXOutputIntentProfileSelector /DocumentCMYK

      /PreserveEditing true

      /UntaggedCMYKHandling /LeaveUntagged

      /UntaggedRGBHandling /UseDocumentProfile

      /UseDocumentBleed false

    >>

  ]

>> setdistillerparams

<<

  /HWResolution [2400 2400]

  /PageSize [612.000 792.000]

>> setpagedevice



