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| Takahiro Fujimoto Explains Toyota

Takahiro Fujimoto is a scholar of Toyota
and the Executive Director of the

Manufacturing Management Research
Center at the University of Tokyo
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“The creators of lean had no grand
plan and no company-wide program
to install it. Instead, they were an
army of line-manager experimenters
trying to solve pressing business

problems.”

Jim Womack - co-author of The Machine that Changed the
World and Lean Thinking

onversations with Taiichi Ohno,

Eiji Toyoda, and other figures
who shaped Toyota management
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| Capability, Systems and Competitiveness

kel

e A capability is made up of routines for accomplishing
E.-i necessary tasks

aﬁ Every capability contributes to a larger system

The capability-building goal is to improve the
'l"/'(F‘/' competitiveness of the system relative to competitors in
the marketplace
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3-Levels of Capability to Make Things

Effective routines for competitive performance in stable environment with

Production efficient repetitive information transfer of accurate information.

Dynamic capability for changing patterns of routines for improved

Learning performance to handle system emergencies or irregular system changes.

Effective routines for changes or recoveries of competitive performance in
] a dynamic environment to handle repetitive problem-solving cycles or
Learning routine system improvements.

Evolutionary
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] Multi-Path Development of Solutions
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| Operational Definitions of Multi-Path System Emergence "
and Evolutionary Learning Capability

a variety of patterns
in system changes

1. If you see ... 3. Then there is ...

+ N Multi-path System
Emergence

no relation between

2. And there is ... |the pattern of changes
and content of changes
+ " evolutionary learning

capability

specific patterns of

4. And there are ... | routine capabilities 5. Then you have ...
(routinized capabilities)
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@
What are the big problems?
\ o What if we ...?

&
w [s Ay A
i -Q- P
Which solutions can we use? : = ?
o/ & f)’) !
Lower-Level w
Problem Solving
Upper-Level

Problem Solving




CAPABILITY-BUILDING
& FINDINGS
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| Project 3

Biomedical Sciences Partnership Building
University of Arizona
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1Y 2Y 3Y 4y

58 Months %

| Schedule
Compression

DEC 2015

33 Months

Programming & Desig

o ] PROJECT ON HOLD FROM
Bioscience Research Laboratories 11/2013 ~ 07/2014
University of Arizona TOTAL MONTHS WITH
ON HOLD I$ 42 MONTHS

Construction 25 Months

DEC 2015

JAN 2018

51 Months

APR 2014 MAY 2016

Programming & Desig 25 Months

BIDDING

Biological & Physical Sciences Bldg. Construction 26 M Onth S

University of California, San Diego

JUL 2016 SEP 2018
| 30 Nonths oz voNTS
JUL 2014 0CT2015 __________________________ ’JUN 2016
Programming & Design 15 Months 8 Months :

Biomedical Scie. Partnership Bldg. Construction 24 Months

University of Arizona

JAN 2015 DEC 2016




Responding to the Need - IDSM Capability Routines
1.
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Continuous advocacy and engagement by leaders

Team understanding and commitment to the process

Tasks defined by design team

Durations applied to tasks by design team

Logic applied to tasks by the desigh team

Milestones or constraints (Defined Information Requirements)
identified and applied to talks by GC and trade contractors
Iterative loops identified, analyzed and broken-down if necessary

. Schedule alighed with milestone / constraints
. Continuous process improvement PDCA cycle to identify, root-cause

and remove constraints
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Table 1. Competitiveness, Multi-Path System Emergence & Evolutionary Learning ~ wrewwsrmons crour roriean consraverion

Capability Elements forProjects | 1 | 2 | 3 | 4 | 5|6 | 7| 8|9 (10|11
Routines Effective Use Percentage 73 76 84 38 51 89 33 47 40 78 40

| Findings

Routinized Capability Achieved No | No [ Yes | No | No | Yes | No | No | No | No | No

Competitiveness / Improvement

75 80 | 95 40 | 45 90 30 60 35 90 20
Percentage

Entrepreneurial Vision Path No | Yes [ Yes | No | No | Yes | No | Yes | No | Yes | No

Rational Calculation Path (Generic

. Yes | Yes | Yes | Yes | No | Yes | No | Yes | No | Yes | No
Product Development Problem-Solving)

Design & Engineering System Changes No | No [ Yes | No | No [ Yes | No | No | No | Yes | No
Mult-Path System Emergence No | No [ Yes | No | No | Yes | No | No | No | No | No
Evolutionary Learning Capability No | No [ Yes | No | No | Yes | No | No | No | No | No

Dual-Layer Problem-Solving No | No [ Yes | No | No | No | No | No | No | No | No
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] CONCLUSIONS

/ /Toyota created a new ﬁhe Project
position, the Chief Management Team
Engineer (PMT) this small team of
Entrepreneurial * A person with visibili.ty leaders woul.d ir.1c.lude
o . across so much of this people who individually
Vision (EV) is work could promote or in aggregate can
important evolutionary learning and assume the
the intentional responsibilities function
development of new as the Chief Engineer?
capabilities during the
design of construction
/ projects. / /




EEEEEEEEEEEEEEEEEEEEEEEE

THANK YOU!

Dean Reed, dean@deansreed.com
Will Powell, willpo@dpr.com
Peter Berg, peterb@dpr.com



