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History:
• Yōzan (harunori) Uesugi (1751-1822): 

philosophy “Tell them, show them, let 
them do it, and praise them”

• Sakichi Toyoda (1867-1930): jidoka (build 
quality into the process, automatically 
stop in case of errors (andon), makethe
system mistake proof (poka-yoke)), 
contributing to society (purpose)

• Kiichiro Toyoda (1894-1952): Philosophy: 
“Thinking beyond personal interests, 
think of the organization’s long-term 
interests and to take personal 
responsibility for problems”

• Eiji Toyoda (1913-2013): build new 
factory based on just-in-time concept 
(JIT) and kanban system

• Taiichi Ohno (1912-1990): the man 
behind the Toyota Production System 
(TPS); one-piece flow and pull, 
management by sight, 100% operable 
rate

• Sources of inspiration: Henri Ford's flow 
principle and operational excellence and 
Edwards Deming's improvement cycle 
PDCA, extended by Toyota with "Go and 
See" resulting in kaizen (incremental 
continuous improvement process)

• Fujio Cho develops the house metaphor
• John Krafcik (1988) introduces the word 

‘lean’.

Behaviour

Stability
Built-in quality

Tim
eliness

Purpose (reason for existence) or long-term mission gives people a sense of importance, direction, opportunity and performance 
and creates solidarity within the organization and, therefore, has a strong, binding function.

• Visual management (staying on course, 
making deviations visible, scoreboards, 
feedback mechanism, 5S)
• Predictability and reliability and stable and 

standardized processes (queuing theory)
• Creating an evened-out workload

Workplace organization with 5S: sort (seiri), set in order (seiton), shine 
(seiso), standardize (seiketsu) and sustain (sitsuke).

Leveling out the volume and the product mix (heijunka). 
Mura: fluctuation, muri: overburden, muda: overcapacity, 
waste.
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The goal is
To create    value  for the customer, or in

A broader sense, the general satisfaction of all stakeholders. It is the customers 
who determine how well the organization is doing. They determine the organization’s viability.

Value

Jidoka: built-in quality – which 
ensures that problems are not 
passed on further in the 
process, is much more 
effective and less expensive 
than inspections and repairing 
quality problems at the end of 
the line (zone control). 
Prevention is better (poka-
yoke). It is not a technique but 
a principle.

Fail-
safe

Visual control 
tools

Visual aids

Procedures, instructions 
and manuals

Compliance pyramid

JIT: Just-in-time: every
process only produces 
what is needed by the 
next process and does so
in a continuous flow. JIT 
includes 3 elements: takt 
time (the rhythm at 
which a consumer 
consumes something), 
continuous flow (making 
and moving one item at a 
time to match the takt 
time) and a pull system 
(to guide an 
uninterrupted flow and 
avoid overproduction).
Techniques: spaghetti 
diagram, Value Stream 
Mapping (VSM), kanban, 
status board, obeya.

Continuous 
improvement

Respect for 
people Challenge

Kaizen

Genchi Genbutsu
Respect

Teamwork De Toyota Way

Understand 
the 

direction

Grasp the 
current 

situation

Establish the 
next target 
condition

PCDA toward 
the target 
condition

The 5 coaching 
questions

Coach Student

Improvement-kata

Coaching-kata

Toyota kata cycle; self reflection (hansei)

Kaizen: Kaizen: we improve our business operations continuously, 
always driving for innovation and evolution. "What I do today, I can do 

better tomorrow".

Set 
ambitious 
goals:

Genchi genbutsu: Going back to the source to find the facts to
make correct decisions, build consensus and achieve goals at 

our best speed. (facts over data, analysis, 5x why).
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4 Respect: Learn to understand each other.
Teamwork: Stimulate 

self-organization.
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