Session 6 CASE Summary

Toyota Motor Manufacturing, U.S.A., Inc

Actual Case is Ten pages long + exhibits

· Recent Problems with Camry Plant – Georgetown, Kentucky

· Sales of Camry were brisk

· Ramping up station wagon version

· Overtime for lost production – line was below target utilization rate

· Growing # of cars sitting off the line with defective seats or no seats at all

· Seat problem need to be fixed- but doing so would hurt utilization

· Toyota Production System (TPS) – (what other reading calls NUMMI approach or management by stress) aimed at cost reduction without the scale economies that American firms enjoyed

· Background and Toyota Production System cover material in other reading about system in general

The Georgetown Ramp Up 

· Used the Tsutsumi plant in Japan as an example and as trainers for Georgetown – very personal approach

· “TPS isolates problems from
people and enables people to focus on solving problems”

Operations - Assembly

· 353 stations on a conveyor lone – five miles in length

· 769 team members ($17/hour)

· 2 shifts – 525 minutes each + 45 unpaid lunch and 30 unpaid breaks

· A team member on average pulls cord 12 times per shift – one of those resulting in a stoppage

Production Control (PC) 

· PC feeds necessary parts into TMM operations so that the right number of cars can be delivered to the company Just-in-time

· 23 models; 11 colors; 29 interiors; 30 other options

· Used forecasting to predict mix

· Heijunka – balancing out the line (equal mix)

Quality Control  (QC)

· Stopped line if eight cars were pulled of with problems by the QC inspectors

· QC’s second function was proactive – they tell the design people if they notice problems

The Seat 

· Seat’s expensive, bulky and easily damaged -- and have to meet both safety and sensory (read consumer) standards

· Supplier – Kentucky Framed Seat (KFS)

· Just in time inventory delivered according to make and model specification

· KFS got a realtime printout of the exact cars as they entered the trim line (note different than production plan due to small changes and reworks)

· KFS sends batches of 58 seats to Toyota within 30 minutes

· Loading doc system synchronized with line

Signs of Problems 

· Product proliferation 3styles and four colors to 3 colors and 5 styles

· TMM launched Camry wagons and became sole WW source for these cars added 8 variations in NA 10 in Europe and some 18 more for Jaoan and Middle East

· Run ration down to 85% from 95% a month earlier – translates to 45 cars per shift

· If seats were defective or didn’t match

· Worker pulls cord

· Team leader OKs

· Installs seat

· Notifies QC

· When car totally finished drove to Code 1 clinic to correct problem

· Exception to normal practice of solving problems on the line. Because:

· Final assembly people already knew of the problem

· Possible to fish car without seats

· Stopping was too expense because replacement seats took along time to obtain

May 1 , 1992 – Management Review of Code 1 Clinic Area

· 18 vehicles with seat problems

· Some cars dated as far back as April 27 – major surprise – suppose to leave area within same or next shift

· Replacement orders were faxed to KFS and special shipments came twice a day

· KFS sometimes sent wrong seat assemblies

Other Possible Problem Sources – according to workers

· Occasional incidents of cross-threading a problem that could be fixed in 30 seconds on the line

· Rare insistence of workers damaging cloth on seats w/ tools – but front seat team could not remember this happening recently.

· During rear seat side bolster installation a hook protruding from back of that part snapped into the eye of the body but hook sometimes broke

· Group Leader had requested engineering change

· Hook changed from metal to plastic on ’92 model

· QC says not yet changed because

· Modifying hook would cost KFS $50,000

· Tsutsumi (same engineering specs) had not reported problems

· Hook breakage decreased for 7/shift to 1/shift w/ new model in April













