Running head: Process Identification      						        1 
Process Identification      							          8












Process Identification      
Elizabeth Fries
MBA-FP6022 Strategic Operations Management
Capella University
Assessment 1: Process Identification
May, 2016








Abstract
Toyota is a multinational, Japanese auto manufacturer founded in 1937.  The company entered the American market in 1957 and began building plants in the United States in early 1980s.  Despite its longevity in the industry, Toyota experienced a significant business crisis when faulty accelerators were used in automobiles from 2009 to 2011.  This document will review several Toyota processes and why they are important to the organization.  It will evaluate the scope of these processes, which parties were involved, as well as the impacts and benefits of the processes and the costs to Toyota.  Finally, this will identify the first step of an Operation Improvement Plan (OIP).  
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Introduction
	“To car buyers and students of manufacturing excellence, Toyota was no ordinary company. It was in a class by itself, long known, even revered, for its sterling quality” (Cole, 2011).   In August 2009, Toyota was the world’s largest and most profitable automaker.  The company had a reputation built on quality and dependability.   That quickly changed after a string of tragic incidents.  On August 28, a 2009 Lexus ES350 was traveling down a highway in California with a family of four on board when the car began accelerating out of control.  The car was exceeding speeds of 100 miles per hour.  “One of the occupants calls 911 and reports that the car has ‘no brakes.’” (Evans & MacKenzie, 2010).  Tragically, the car hit another car, crashed and caught on fire.  All four occupants of the car were killed.  Over the following months, there was speculation over the cause of the accident including theories that floor mats cause the accelerator to get stuck.  During this time, there were additional claims of similar situations regarding stuck accelerators, more accidents occurred in both the US and in Europe.  The tragic accident was a highly publicized catalyst for a business crisis that damaged the Toyota brand and consumer confidence.
Toyota Production System (TPS)
One of the biggest and most well-known processes Toyota utilizes is The Toyota Production System (TPS).  This process is built on the principle of just-in-time production, or lean production.  This method was developed by Toyota founders in the 1930s.  Toyota Global (n.d.) explained how this is based on two Japanese concepts: 
The first is called "jidoka" (which can be loosely translated as "automation with a human touch") which means that when a problem occurs, the equipment stops immediately, preventing defective products from being produced; the second is the concept of "Just-in-Time," in which each process produces only what is needed by the next process in a continuous flow.

Materials used in production are delivered as they are needed.  Also called lean manufacturing, this method emphasizes efficiencies, minimizes waste and empowers front line employees to call out problems.  Based on jidoka and just-in-time production, “the TPS can efficiently and quickly produce vehicles of sound quality, one at a time, that fully satisfy customer requirements” (Toyota Global, n.d.).  This process involved all parties in the company from management to front line workers.  When manufacturing an automobile, the machinery will stop when a process is complete, or if a problem arises.  A problem would be communicated on a display board so an operator could work from another machine, identify the problem and also prevent the problem from happening again.  The benefits of this process are ownership of each individual involved and this translates to higher productivity and constant improvement.
 	“However, during the 1990s, Toyota began to experience rapid growth and expansion. With this success, the organization became more defensive and protective of information. Expansion strained resources across the organization and slowed response time” (Carpenter, Bauer, & Erdogan, 2010, p. 332).  With Toyota’s strict corporate culture and executives all in Japan, the company was slow to react to the accelerator crisis.  If an issue was brought to the attention of an executive in the US, there was no power to issue a recall.  Information has to be passed along to Japan where all recall decisions had to be made. 

Toyota’s Lean Leadership
Hand in hand with the concepts of lean, Toyota also employees lean leadership.  At the time of the accelerator crisis, Toyota had a strong corporate culture.  The company focuses on nurturing employees and tactic knowledge.  Tactic knowledge “includes know-how of the processes and the philosophy of continuous improvement” (Vyas, 2011, pg. 6).  Tactic knowledge if learned when working with a knowledgeable and experienced coach that can act as a mentor.  All US executives are assigned a Japanese mentor, or sensei.  “In Toyota there is no artificial boundary between thinkers (managers) and doers (operators). The ideal is that everyone works for ‘one Toyota’, and continuously improves themselves and the company. Seen in that light, Kaizen and PDCA-cycles are not only for processes, but also for people” (Van Ede, 2012).  With lean leadership, Toyota feels that leaders are not born, they are developed over time.  The former Toyota Vice President of North American Structures and Engineering, Uchi Okamota is quoted stating, “We develop people and new product simultaneously using the Toyota Way” (Morgan & Liker, 2006).
  Toyota employs a technique called Genchi Genbutsu, go see for yourself.  This means going to the location of a situation to gain a full understanding of it.  However; when the accelerator crisis occurred, those in Toyota management able to declare a recall were still in Japan.  There was a break down in this system because they did not go to the location of the problem.  As stated earlier, Toyota grew incredibly fast and may not have had time to develop the strong leaders needed to force the issue of the accelerator crisis up the chain.  Without leaders reiterating the problems, it delayed the acknowledgement of the issue ultimately costing the company money and trust.

Toyota’s Quality Control
At the time of the crisis, one of the biggest processes Toyota had in place was quality improvement and quality control.  This process was important to Toyota because it was the foundation of the ever improving and growing company.  Toyota focused on constant improvement and this was evident in the company’s growth and success.  “Beginning in the early 1960s, Toyota, together with its supplier companies, pioneered numerous quality improvement methodologies, providing the operational basis for Japanese total quality control” (Cole, 2011).  At the time of the accelerator crisis, Toyota had expanded quickly and increased “up to 50% within five years, and in order to keep up with the rate of growth, the company outsourced some of their parts from companies operating in Eastern Europe” (Essays, UK, 2013).
Toyota recognized the relationship between quality, customer satisfaction, and profit.  Identifying and correcting quality issues is vital for any company; however, Toyota failed to respond in a timely manner to the accelerator issues.  This cost Toyota millions of dollars, but more than that, it cost them customers.
Improving Lean Leadership 
Lean leadership is a Toyota process that should be more closely examined as part of the OIP.   During the accelerator crisis, there were definite issues with the Toyota leadership that ignored the issue and publically denied it before issuing the recall for of eight million automobiles. “The management task is not to impart a routine for doing work, but rather to inspire new work habits and mindsets for continually improving the work. That inspiration is missing in organizations that use top-down management objectives, so managers have no choice but to blindly start cutting things” (Denning, 2011).
Toyota has been regarded as an innovative company with its approach to leadership and manufacturing; however, even the most innovative ideas become old and need updating.  At the time of the accelerator crisis, Toyota still held their entire decision making in Japan.  In order to be effective, the company needed to de-centralize this function and place decision makers in strategic locations.  This would be a sustainable change as leaders could be identified from within a business location and be assigned a mentor to assist in their growth.  The biggest challenge is to get current leaders to accept changes, and change management should also be implemented.  Changes should be accepted and welcome as this allows for growth of a company.  Toyota should implement a change ambassador to encourage and facilitate the change the company needs.  “The management task is not to impart a routine for doing work, but rather to inspire new work habits and mindsets for continually improving the work” (Denning, 2011).
Conclusion
Leadership can make or break a company regardless of how wonderful the product or services being offered.   While Toyota has been a successful company with a loyal customer base, the accelerator crisis put all the company had built in jeopardy.  In 2009, it did not matter which aspect of the company was needed an operational improvement plan, without the right leaders in the right locations, any changes could be ineffective.  The Toyota accelerator crisis may not have been the corporate catastrophe it turned into had there been changes to the leadership structure including a de-centralized decision making structure and managing and developing leaders to keep pace with the rapid growth of the company.
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