Session 6 Reading Summary

Management by Stress by Parker and Slaughter

· The Toyota-General Motors JV in California – New-United Motors Manufacturing, Inc. (NUMMI)

· Located in Freemont, CA

· Erased the reluctance of U.S. management to adopt Japanese management methods

· In Two years (1986) time became the success story of U.S. automotive manufacturing

· Produced Toyota Corolla and its GM version the Chevy Nova

· NUMMI Successes

· Massive increase in labor productivity

· 14 hours of direct labor to assemble a Nova

· Same plant took 22 hours to produce J car when GM ran it

· Used new equipment, workforce methods and management yet no quality problems

· Used tradition GM assembly plant “where the technology is not particularly advanced”

· Solve problems reputation of workers for strikes, absenteeism, drug, and alcohol problems that were prevalent when making the J Car

· Local and national union leaders some of NUMMI’s biggest boosters

· Used Team Process of “NUMMI Process”

· 17 GM plants by 1988

· Team concept adopted by many other Industries

· Managers and those close to the NUMMI process rarely use the word Team to describe the process

· Team consists of 4-15 workers

· + Team Leader (No regular production job – handles some jobs traditionally handled by supervisor)

· +Group Leader (i.e. Foreman)

· In practice Teams are simply the name for administrative units 

· “There is no more teamwork, in the sense of workers helping each other, than in a traditional auto plant,”

· NUMMI total approach to manufacturing – “synchronous manufacturing”

· “Just in time” inventory control

· Technology designed to minimize indirect labor

· Outside contracting

· Systematic speedup

· Authors refer to this as “MANAGEMENT BY STRESS”

Stressing the System

· Goes against traditional U.S. management notions

· Methodically locates and removes protections against breakdowns and glitches

· To identify weak points system operates in permeate state of stress

· Points that never breakdown are assumed to waste resources

· The andon board is a visual display (using warning lights) of the status of each work station

· When worker falls behind he pulls a cord and a warning light comes on

· If light remains on (worker does not deactivate) the line stops

· Traditional management would consider no warning lights optimal

· Management by stress – unlit warning lights signal inefficiency

· Stressing the system (i.e. speeding up the line) reveals the weak points

· Management focuses on redesigning those jobs that cause line to stop

· Stopping line not good traditionally at NUMMI “Its ok to cause a problem because that’s an opportunity for us to change something.”

· Problem: human beings are the cogs in this self optimizing system

Scientific Management and Speedup 

· NUMMI compared to Scientific management – championed by Fred Taylor – views people as “mere hands who must be told every move to make”

· Tendency in NUMMI is to specify every move that a worker makes in much greater detail than ever before

· Workers have little control over basic job design

· Management chooses process, production layout and technologies

· Teams of engineers, supervisors, and team leaders “chart” the jobs breaking them down into separate acts

· Creates detailed written description of how workers should do each job

· Jobs always done in same way down to number of steps to take

· Can be hard on workers

· Not allowed to vary techniques to fit individual variations like height of agility.

· Jobs are “loaded” so that workers can’t work ahead to create breathing room or a cushion

· If the find away to save time they have to share it with management which will use the time savings to add another job

· There is always room for “kaizen” or continuous improvement

· Workers shouldn’t help one another if they have extra time they should stand idle to reveal the existence of free time

· Workers are continually called upon to help optimize there jobs

· Even if production slows down (slow sales) tasks are rebalanced to keep everyone as busy as possible

· Management promised no layoffs

· Therefore excess workers were assigned to observe fellow workers and kaizen their jobs further

Exposing Inefficiency

· Just in time (JIT) production

· Demand-pull approach – parts are made only when the operation needs them; no buffer stocks are kept on hand

· Saves: interest costs in capital tied up in inventory; reducing warehousing costs; saves on quality control faulty parts detected quickly

· By removing cushions JIT reveals inefficiencies

· Keeping system stressed means fewer middle and upper level managers are need to monitor production

· Penalties for failure to deliver JIT ensure commitment to JIT

· Suppliers – financially penalized

· Workers – formal and informal punishments

“Autonomation” and Technology

· Management by stress – “vulgar Marxist” view of relationship between technology and extracting profit from labor force

· Gets rid of labor that does not directly add value to product (material handling, inspection, repair)

· Automation not adopted for its own sake

· Must increase automation not decrease it

· Favor small scale proven technologies

· While NUMMI does not represent the cutting edge in tech – it started ops with 170 robots (more than many traditional plants)

Stopping the Line (pulling the cord)

· For workers the ability to stop the line symbolizes the difference between the “team concept” and “the old way”

· No penalty for workers (even written into contract) for stopping the line

· After bugs have been worked out cord can become oppressive for workers

· Management assumes that problems are worker’s fault

· Working having trouble has four choices

· Stop line – attracts attention of group leader

· Signal Team leader for help – peer norms means one worker can not take too much of the Leader’s time

· Let Job go uncompleted – workers downstream will stop line

· “Go into the hole” – move down line to finish task, usually doesn’t help and hard to catch up

· “In reality only solution is to keep up!”

· Some used break time or come in early to build stock – working overtime for free

The Multifunctional Worker

· Production must be organized so jobs can be shifted when demand rises or falls

· Therefore workers perform many jobs – “multiskilling”

· Really means lack of contract provisions, job classification, or tradition

· Jobs are so charted that they don’t require skill just ability to follow direction – don’t learn marketable skills

· Physical plant layout also flexible

· Leaders must fill in to cover absences

· Difficulty falls on the people who are in daily contact with the absentee

Personal Stress and Productivity 

· Toyota stresses “respect-for-human” factory clean workers addressed courteously – unclear if this respect really translates through

· Management uses threat of job loses (due to unproductive factories) to have workers accept team concept  - this is why unions support job security

 The Humanized Workforce

·  Punch line: NUMMI and other management by stress plants increase productivity and profits but at a great cost to a humane work environment

· Author talks vaguely about some better ways including Kalmar (Volvo example discussed in last class)













