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 Produce a report that illustrates and discusses the operations within an organisation you are familiar with or interested in.
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[bookmark: _Toc531783813]Introduction

A company is not just a place where people go to work and earn money. It is also a place where the stakes (social, economic...) are multiple and must be managed by one or, most of the time, several managers and other employees. In addition, in the daily life of an organization, many products are manufactured with a particular way of thinking (pull flow operation, push flow operation, automation of the production line or giving the privilege to the hand-made for example...). This is called operations. However, how does an organization measure the performance of its processes in terms of quality, speed, reliability, flexibility and cost? How can customers address their expectations to the company? What problems can the company encounter and how can they be solved? To illustrate those types of questions, let us take the example of Toyota.  First, we will look at the history of this company, its products and customers before moving on to the way of thinking and working of this organization.
[bookmark: _Toc531783814]About Toyota:
1) [bookmark: _Toc531783815]History:

Like many of the companies that have been important in history, Toyota has evolved around many of the values and principles that date back to the company's inception in Japan. 
Toyota's history began in the late 19th century with Sakichi Toyoda's invention of Japan's first automatic loom, a machine that revolutionized the country's textile industry. It was in January 1918 that Sakichi Toyoda founded the “Toyoda Spinning and Weaving Company” and, with the help of his son, Kiichiro Toyoda, he realized his lifelong dream in 1924 by building an automatic loom. Two years later, he founded the weaving mill “Toyoda Automatic Loom Works”. Kiichiro Toyoda would later inherit his father's spirit of innovation. In the 1920s, he made several different trips to the United States and Europe, during which he took a keen interest in the then emerging automotive industry. The industrial property rights of his father's automatic loom will benefit K. T., the sum of £100,000 he invested directly to launch his own automotive production, by founding “Toyota Motor Corporation” (TMC) in 1937, the group's future headquarters. From loom to car, the Toyota experience is part of a history marked by a constant desire to push the limits of production.
After overcoming the post-war industrial crisis in Japan, Toyota is now the leading Japanese manufacturer, with a market share of more than 40%. The desire to design and produce cars in the countries where they are marketed led the group, at the end of the 1950s, to establish itself industrially abroad. Toyota's presence in major foreign markets began with the first “Crown model” launched in the United States in 1957. Since 1966, models such as the “Corolla” for example, have made the group's reputation for quality and reliability and have generated sales that rival those of American car manufacturers. Toyota developed in Europe in 1963 when the first imports from Japan arrived in Denmark.
Toyota is now present in Europe with 9 production sites, all ISO 14001 (environmental management system) certified, located in France, Great Britain, Turkey, Czech Republic, Poland, Portugal and Russia. Today, more than 72% of Toyota vehicles sold in Europe are manufactured in Europe. Toyota employs 93,400 people in direct employment.

2) [bookmark: _Toc531783816]Toyota's Guiding Principles:

The following seven principles constitute the “Toyota Guiding Principles”:
· “Honour the language and laws of each country in which Toyota employees are located and ensure honest work within the company, with the objective of global citizenship”.

· “Respect the culture and customs of each country and contribute to social and economic development by participating in local group activities”.

· “Offer clean, safe products and contribute to improving everyone's quality of life through the development of the Toyota group's activities”.

· “Create; develop leading-edge technologies and offer products and services of the highest quality that meet the needs of customers worldwide”.

· “Develop a corporate culture that encourages individual creativity and teamwork, in an environment of mutual trust and respect between employees and their management”.

· “Pursue growth in harmony with the environment through innovative management of the company”.

· “Work with its partners for stable and sustainable shared growth, while remaining open to new cooperation”.

3) [bookmark: _Toc531783817]Toyota Way:

Supported by two pillars, “Continuous Improvement” and “Respect for People”, The Toyota Way defines Toyota's vision as a company, as well as the values it conveys to its customers, shareholders, team members, business partners and the community. The Toyota Way defines how team members act and behave to convey these values. 	  	  	  	  	 
In summary, these two pillars mean that:
· “Toyota never stops at the results achieved and continuously strives to improve the company by proposing many ideas and devoting a lot of time to them”.

· “The company respects people because managers know that Toyota's success depends on individual efforts and the quality of teamwork”.
[bookmark: _Toc531783818]Toyota's Production System (TPS):

The Toyota Production System (TPS) is the key to the Toyota Group's industrial success. This concept, developed by Toyota, aims to eliminate all forms of waste, overload and irregularity in the production process at all levels. The TPS is based on both process standardization and “Kaïzen” (or continuous improvement). The three pillars of the TPS are:
· “Just in time, this consists of supplying the parts and components in the exact and necessary quantity”.

· “Jidoka, or automation with a human face, which allows each Team Member to report any anomalies in order to be supported by the Team Leader. If a quick response is not possible, the production line stops automatically”.

· “The full use of staff skills”.

In the case of TMM (Toyota Motor Manufacturing), all stages of the manufacturing process have been structured to optimize the flow of parts, vehicles, information and limit water and energy consumption, as well as travel. The assembly workshop is located between the bodywork, painting and plastic injection workshops. Finally, the intermediate storage areas are reduced to a minimum.

1) [bookmark: _Toc531783819]Just-in-time production

The philosophy behind Just-in-time is a simple principle: “do only what is needed when is needed and in the right quantity. Just-in-time production provides the right parts at the right time and in the right quantity at each step of the process. Just-in-time makes it possible to see problems that could have remained hidden because of excess inventory for example”. But to be properly implemented, this system requires dedication and teamwork at every step of the process.
Behind just-in-time, there is a set of essential practices:
· Smoothed production: “it is the equal distribution of the production of the different parts during the day and week in order to distribute the work equally and thus to use the resources to their maximum”. The smoothed production reduces what in Japanese is called “Mura”, a word that can be translated by “fluctuation”. Thanks to this constant distribution, equipment and personnel are always busy, but never overloaded. This results in the absence of mental or physical constraints, thus eliminating “constraining work”.

· On-demand supply system: “it is the link between each process, the one before it and the one after it. Unlike the batch production system, or automatic supply system, where manufacturers first produce the goods and then try to find buyers, a supply on demand system only produces the required goods”. This reduces inventory, saves time, simplifies efforts and helps to eliminate non-value-added work or “Muda”. Indeed, there are eight kinds of Muda which are addressed in the TPS → “Waste of overproduction (the largest part of waste) / Waste of time (waiting) / Waste of transport / Waste of the manufacturing process itself / Waste of available stocks / Waste of gestures / Waste due to the manufacture of defective products / Waste due to misuse of employees”.

· Constant flow process: “it is the distribution of work in each process to move from one step to the next without interruption, from raw materials to production and assembly and finally to distributors, dealers and customers”. This eliminates detours to the warehouse, reducing the amount of material in use.

· Standardized work: “it is the programming of tasks so that each operation is performed in the most logical way, at the most logical time. Each task can be done according to specific guidelines that guarantee a quality product that is produced in a cost-effective and safe manner. An important element of standardized work is Takt time, a way of linking the work rhythm of each process to the sales rhythm”. This structured system has, in fact, great flexibility.

2) [bookmark: _Toc531783820]The Jidoka quality principles

According to one of Toyota's basic concepts, quality must be part of the production process itself. This concept, known as Jidoka, ensures that problems do not affect the chain from one workstation to another. Its principle is to stop work as soon as a problem occurs to avoid producing defective parts. For example, equipment automatically stops when conditions become abnormal, such as when a machine fails or a problem occurs. It is therefore not necessary to have an operator who constantly monitors each machine.
This system is also used when a team member encounters a problem at his workstation. His colleagues are responsible for correcting the problem. If they cannot, they can indicate that there is a problem by pulling a cord, which lights up the workstation number on the control panel so that the team leader can deal with the problem while the chain is still moving. If the team leader cannot solve the problem, the chain stops. Once the problem is solved, the chain restarts.
Jidoka can also refer to the use of fail-safe to avoid human or mechanical errors. Examples of fail-safe devices include the use of fixed-length metal parts to prevent a car part from being mounted upside down or the use of devices that activate an audible and luminous warning device if a bolt is not tightened properly, etc.

3) [bookmark: _Toc531783821]Full use of staff skills

Although the TPS is based on systems and processes, its success is due to human resources, as it is particularly dependent on Toyota team members. This means:
· “Treat team members with confidence and respect so that they take pride in building a quality product”.

· “Expect them to help solve problems and make decisions that affect them or their group”.

· “Empower them to manage their own work site”.

· “Encourage them to participate in the design of their work”.

· “Reward them for suggestions that have led to process improvements”.
[bookmark: _Toc531783822]The Quality policy

Toyota's quality management system is based on three fundamental principles:
· Customer Satisfaction: TMM is committed to satisfying its customers through the quality of its products and compliance with the production plan. If a customer is not satisfied with the quality of his vehicle, he can directly contact the dealer in which he bought his car or send an email explaining the situation to Toyota customer service. In all cases, measures will be taken to compensate the client and ensure that such problems do not occur again.

· People at the heart of the organization: The Toyota group is committed to deploying training plans to ensure that everyone's skills are maintained and developed to achieve its objectives in terms of safety, quality, costs and delivery times (Speed).

· Continuous improvement: TMM is committed to continuous improvement through the involvement of all to continuously improve its performance.
[bookmark: _Toc531783823]Does the company really have no weakness? 

The Japanese manufacturer was forced to recall millions of vehicles between 2005 and 2010. Indeed, after recalling more than 6 million vehicles in the United States (270,000 in Canada and 75,000 in China) and temporarily stopping the production of eight vehicles in five of its plants, the world's leading car manufacturer recalled 1.8 million vehicles in Europe. Moreover, a few years ago (in 2011 to be precise) Toyota had to carry out a large number of product recalls. Indeed, in that year, Toyota recalled 111,000 models of Toyota and Lexus vehicles (the group's top-of-the-range models) due to the lack of quality in the hybrid system for example. In the same year, 181,000 vehicles were recalled in Japan again due to a quality defect (abnormal noise and oil leaks). In addition, in February 2012, the National Highway Traffic Safety Administration investigated a potentially defective main power window switch in the driver-side doors of some vehicles.... All these examples show that many years were marked by several quality defects in the Japanese brand's vehicles, which can have a significant impact on Toyota's quality image and therefore reduce sales. This is therefore an opportunity to question one's production model. Indeed, all this makes a bit of a mess in a company that has built all its commercial success on an image of quality and reliability that allowed it to overtake the number one car manufacturer, General Motors, in 2007. But what was the real problem? Where did it come from?
The quality problems were detected after several months or even years of vehicle traffic. After analysis, it was found that the defective components (accelerators and brakes, in particular) had been produced by several different production lines. These two points tend to point to a design problem, rather than a production problem. Poorly designed components would therefore have been produced correctly. Was it because of a defect in the communication process then? Toyota has been criticized in many ways: late, even arrogant, communication by a management that refuses to acknowledge reality, and therefore to change its strategy despite the evidence. Hasn't Toyota forgotten some of the fundamentals of its own system: taking into account the customer's voice, immediately correcting errors, transforming problems into opportunities...?
Therefore, the best recommendation may be to extend TPS principles to parts design, communication and decision-making processes rather than limiting TPS to the production process. This would ensure optimal product quality, reduce the dependability of supplier quality and thus improve the company's speed and flexibility. Indeed, this could solve the “freezing effect” (which consists in maintaining a decision even if the expected effects do not occur) and thus improve the customers' good vision of the brand.
[bookmark: _Toc531783824]Conclusion: 

In conclusion, I would say that Toyota, in my opinion, is the best possible example of a company to critically analyze the 5 performance objectives (quality, cost, dependability, flexibility and speed). Indeed, this organization is constantly trying to improve its operating process through a vision focused primarily on customer satisfaction. In addition, the TPS is recognized as the most efficient production system ever. Indeed, even if the quality of the goods delivered by the supplier is not as expected, at the end of the production chain, the vehicle is well produced anyway. However, as the Kaizen rules say, continuous improvement is infinite, in other words, the company must get to the bottom of things and face its mistakes rather than deny them.                     That is why Toyota must think not only about improving its production system, but also its communication or decision-making system for example. However, should we not create a sixth performance objective about the company's impact on the environment? Indeed, even though Toyota is already paying attention to this very important aspect, I am pretty sure that, in general, many companies are not doing so. As it is a significant cost for the company to change the way it works, some of them are not making any effort to become more environmentally friendly.                    But isn't this the most important challenge of the 21st century?
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