ZAHRANICNI ZKUSENOSTI

Sedm smrtelnych oblasti plytvani v logistice:

aplikace principtli Toyota Production System na vytvaieni hodnoty v logistice

Retézec obchodni hodnoty je soubor &innosti, které Ize aplikovat na produkt &i sluzbu
a pripravit je tak pro dalsi ¢innost. VétSina zdrojii pouzitych v ramci téchto Cinnosti vy-
tvari hodnotu - nékteré vSak ne. Spotrebované zdroje (personal, ¢as, zarizeni), které
hodnotu nevytvareji, zvysuji naklady a mély by byt eliminovany. To je podstatou vyrob-
niho systému Toyota Production System - TPS, neboli Zestihleni

Na pocatku dvacatého stoleti vzal Henry Ford vSechny jednotlivé slozky vyrobniho sys-
tému a usporadal je do kontinualniho systému pro ticely vyroby automobilu Model T. Po
druhé svétové valce rozpoznal vyhody tohoto systému Taiichi Ohno z Toyota Motor
Company a zacal zapracovavat vyrobni systém Ford do pristupu nazvaného Toyota Pro-

duction System - TPS.

Zaklady TPS, zaméFeni na procesy, gen-
chi genbutsu, kaizen a vzajemny respekt

Ackoli se o systému Toyota Production Sys-
tem hovofi a piSe jiz po desetileti, presny po-
stup nebyl nikdy zdokumentovan. Nikdy ani
nebyl sepsan prakticky manual ¢i navod ,jak na
to", ktery by krok za krokem vysvétloval, jak
systému TPS porozumét a jak jej implemento-
vat - a tak komplexni proces ani nelze timto
zplisobem adekvatné popsat. Namisto toho jsou
zajemci o TPS denné Skoleni japonskymi men-
tory v uméni identifikovat a eliminovat plytvani.

V ramci systému TPS nap¥iklad existuje fada
principl Zpiisob Toyota, které je treba jasné po-
chopit a cilené aplikovat, maji-li byt p¥inosy TPS
plné realizovany. Zejména pét z nich je zcela za-
sadnich; jakmile tyto zasady pIné prijmete, miizete
ucinit prvni kroky na své cesté k Zestihleni. TPS usi-
luje o naprostou eliminaci muda (veskeré plytvani,
které nevytvari pridanou hodnotu), a to zamérenim
na procesy (kdy manazeri pracuji na vyvoji a udr-
Zeni robustnich obchodnich procest napFic celou
organizaci), s vyuzitim genchi genbutsu (shromaz-
dovani tidajli a skutecnosti na konkrétnim miste,
kde probiha prace nebo kde vyvstal problém) a kai-
zen (soustavné a neustalé zlepSovani postupti), kdy
velka vaha je kladena na vzajemny respekt (mezi
vedenim a zaméstnanci i obchodnimi partnery).

Muda zbytecné zvysuje naklady, piisobi prob-
Iémy s kvalitou a ¢asové zatézuje obchodni pro-
cesy. Zamérenim na procesy lze vytvorit
odpovidajici a stabilni hodnotovy tok. Uplatné-
nim genchi genbutsu ziskate potrebné porozu-
méni tomu, jak véci ve skutecnosti pracuji
a muzete tedy navrhnout standardizované po-
stupy; rovnéz vam umozni vidét problémové ob-
lasti, které pak miZzeme reSit pomoci kaizen
k eliminaci muda. Cilem kaizen je zapojit kazdého
zameéstnance do identifikace a eliminace vSech
forem muda, a tak vytvaret hodnotu. Vzajemny
respekt mezi vedenim a zaméstnanci je odrazem
skute¢ného uznani a smyslu pro odpovédnost ze
strany vedeni. To je jadrem procesu kaizen.
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Joel L. Sutherland

Sedm smrtelnych plytvani v logistice

Taiichi Ohno identifikoval sedm primarnich
zdrojli plytvani: nadprodukce, prostoje, presuny,
pohyb, zasoby, nadmérné zpracovani a vady. Ac-
koli ptivodné byly urceny pro vyrobni provozy, tyto
zasady nachazeji uplatnéni i v sektoru sluzeb. Po-
chopite-li, jak Ize tyto p¥ipady plytvani ve vyrobé,
neboli muda, aplikovat na logistiku, budete Iépe
schopni uplatnit genchi genbutsu a kaizen a iden-
tifikovat prilezitosti, jak vyuzit TPS k vytvoreni
konkurencni vyhody vaSeho dodavatelského fe-
tézce.
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Kazdy, kdo se s TPS bezprostredné setkal,
dobre vi, jak je téchto pét principll uplatiovano
a jak jsou navzajem provazany. Zcela bézné na-
priklad miizeme vidét zkusSeného ,veterana"
firmy Toyota, jak pozoruje vyrobni ¢i distribucni
provoz a déla si poznamky, mnohdy hodiny a ho-
diny. Nezasvécenému pozorovateli by se mohlo
zdat, Ze k velkému vytvareni hodnoty nedochazi,
ale opak je pravdou: cilem je pozorovat provoz
z bezprostredni blizkosti, identifikovat neefek-
tivni mista (muda) a zaznamenat oblasti, kde
je prilezitost ke zlepSeni. V dalsi fazi pak je vy-
pracovan a nasledné realizovan plan zlepSeni
procesu. A pravé o to jde v genchi genbutsu
a kaizen.

® Nadprodukce: dodavka produktii drive, nez
jsou potreba ke konecné spotrebé.

@ Zpozdéni/prostoje: jakykoli prostoj mezi do-
koncenim jedné Cinnosti a zahajenim dalsi,
Casto zplisobeny informacni stagnaci a ne-
dostateénou provazanosti mezi procesy
a partnery v ramci dodavatelského retézce.

@ Preprava/presuny: zbytecné presuny vedouci
ke zvySeni nakladil, ¢asto zplisobené zbytec-
nymi vykyvy v objemu a ¢ase.

® Pohyb: zbytecny pohyb lidi, jako prechazeni,
natahovani se apod. z diivodu neefektivniho
usporadani skladovani nedostatecné pozor-
nosti vénované rozvrzeni pracovni ¢innosti.

@ Zasoby: vesSkeré ¢innosti vedouci k tomu, Ze



je k dispozici vice zasob, nez je tfeba, nebo
jinde, nez je treba.

@ Prostor: horsi nez optimalni vyuziti prostoru
p¥i skladovani, baleni i prepravé.

@ Chyby: veskeré ¢innosti, které vyvolavaji nutnost
prepracovani, dodatecnych tprav ¢i vraceni.

Implementace

Porozuméni témto muda v logistice vam
mUize pomoci nalézt nové cesty ke zlepseni ve
vasi spolecnosti. Pravé vyuzitim téchto mysle-
nek ziskala spolec¢nost Toyota jednoznacnou
konkurenéni vyhodu v ramci svého retézce do-
davatel(i nahradnich dilti v Severni Americe
0 objemu 3 milionti USD - nejlepsi servisni
sazbu pro dealery v nejkratSim ¢ase, s 0 50%
nizsim poctem dnt do dodani a o0 50% vyssi
produktivitou prace ve skladovych provozech.
Abyste i vy dosahli takovych vysledk, je treba
skutecné porozumét sedmi ,smrtelnym plytva-
nim" v logistice a pochopit kulturu, ktera umoz-

nuje kazdému tcastniku dodavatelského retézce
prispivat k soustavnému zlepSovani sys-
tému. TPS vyzaduje pristup ,shora dol(1", ktery
se musi stat nedilnou soucasti firemniho Zivota.
TPS se nelze naucit v poslucharné nebo na se-
minari, uéeni musi probihat pfimo v provozu.
Aby byl systém efektivni, musi mit opravdu
vSichni povédomi o riiznych forméach, které plyt-
vani miize mit, a neustale hledat prileZitosti, jak
plytvani potirat a eliminovat. Vedouci pracov-
nici musi pravidelné navstévovat provozy, pozo-
rovat provadéni cinnosti, ptat se, hovorit
s personalem a projevovat zajem a ochotu p¥i-
slusné procesy zlepSovat. Jste-li odhodlani dlou-
hodobé transformovat obchodni systém
a firemni kulturu, miZete vyrazné posilit svj
podnik i zisky ziskanim konkurencénich vyhod
v celém dodavatelském Fetézci. O

Joel L. Sutherland, generalni Feditel, Centrum pro
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The Seven Deadly Wastes of Logistics:
Applying Toyota Production System Principles

to Create Logistics Value

A business value chain is an end-to-end set of ac-
tivities that can be applied to a product or service
making it ready for the next activity. Most re-
sources used in an activity add value—some do not.
The resources consumed (such as people, time or
equipment) that do not add value add cost and
should be eliminated. This is the essence of the Toy-
ota Production System (TPS), or Lean.

Early in the twentieth century, Henry Ford took all
the elements of a manufacturing system and
arranged them in a continuous system for manufac-
turing the Model T automobile. After World War II,
Taiichi Ohno at Toyota Motor Company recognized
the benefits of this system and began to incorporate
the Ford production system into an approach called
the Toyota Production System (TPS).

Fundamentals of TPS: Muda, Process Focus,
Genchi Genbutsu, Kaizen, and Mutual Respect

While the Toyota Production System has been dis-
cussed and written about for decades, a precise
process has never been documented. An effective
manual or a “how to” book has never been created
that provides a step-by-step approach for under-
standing and implementing TPS—nor can such
a complex process be adequately documented. In-
stead, newcomers to TPS are provided a daily les-
son by Japanese mentors in the art of identifying
and eliminating waste.

For example, within the TPS there are many Toy-
ota Way principles that need to be clearly under-
stood and successfully applied before the benefits
of the TPS can be fully realized. But there are five in
particular that are fundamental to the TPS process.
Once you grasp these you'll be able to take the first
steps on your Lean journey. TPS strives for total

elimination of muda (anything that is wasteful and
doesn't add value), through a process focus (where
managers work cross-organizationally to develop
and sustain robust business processes), using genchi
genbutsu (collecting facts and data at the actual
site of the work or problem), and kaizen (continuous
and incremental process improvement), with a value
of mutual respect (between management and em-
ployees and business partners).

Muda adds unnecessary cost, quality problems,
and lead-time to business processes. Process focus
creates a capable and stable value stream. Apply-
ing genchi genbutsu provides the necessary under-
standing of how work is actually done so
standardized processes can be developed, and lets
us see problem causes for kaizen problem solving to
eliminate muda. The purpose of kaizen is to involve
every employee in the identification and elimination
of all forms of muda, thereby creating value. Mutual
respect between management and employees re-
flects a true respect and sense of responsibility from
management. This is core to the kaizen process.

Anyone who has experienced TPS first-hand is
well aware of how these five principles are applied
and interconnected. It would be common, for ex-
ample, to see an experienced Toyota veteran ob-
serving a production or distribution operation and
taking notes—often for hours at a time. To the
uninitiated observer, it would appear that little
value was being created, when in fact the opposite
is true. The objective was to closely observe the
operation, identify inefficiencies (muda), and
record areas of opportunity. Next, a plan for
process improvement would be developed and ex-
ecuted. This is what genchi genbutsu and kaizen
are all about.
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The Seven Deadly Wastes of Logistics

Taiichi Ohno identified seven primary sources of
waste: overproduction; delay; conveyance; motion;
inventory; over-processing; and defects. While orig-
inally intended for production operations, these
principles are rapidly catching on in the service sec-
tor. By understanding how these production wastes,
or mudas, apply to logistics, you will be better able
to do genchi genbutsu and kaizen to identify op-
portunities to use TPS to create competitive ad-
vantage in your supply chain.

Overproduction: Delivering products before they
are needed for end-use consumption.
Delay/Waiting: Any delay between the end of one
activity and the start of the next activity, often
caused by information stagnation and poor con-
nections between processes and supply chain part-
ners.

Transportation/Conveyance: Unnecessary trans-
port that results in added cost, often caused by un-
necessary fluctuations in volume and lead-time.
Motion: Unnecessary movement of people, such as
walking, reaching and stretching resulting from in-
efficient storage arrangement or lack of attention
to work design.

Inventory: Any activity that results in more inven-
tory being positioned than needed or in a location
other than where needed.

Space: Use of space in warehouses, packaging or
transportation that is less than optimal.

Errors: Any activity that causes rework, unneces-
sary adjustments or returns.

Implementation—Culture is the Key

Understanding these mudas in logistics will help
you find new ways to improve your business. Using
this thinking, Toyota has achieved clear competitive
advantage in its $3 billion North American service
parts supply chain—the best service rate to deal-
ers in the shortest lead-time, with over 50 percent
lower days supply of inventory, and 50 percent
higher labor productivity in its warehouse opera-
tions. For you to achieve these kinds of results, it is
critical that you understand the seven deadly
wastes of logistics and the culture that enables
everyone in your supply chain to contribute to con-
tinuously improving the system. TPS requires a top-
down approach that becomes part of the corporate
fabric. Teaching TPS cannot take place in a class-
room or through seminars, but must occur where
the operations actually take place. To be effective,
everyone must be fully aware of the various forms
that waste can take and be constantly vigilant of
any opportunities to attack and eliminate these
wastes. Senior executives must regularly walk
through the operations, observing the activities,
asking questions, coaching their people, and demon-
strating their commitment to improving their busi-
ness processes. By dedicating yourself to a long-term
transformation of your business system and culture,
you can dramatically grow your business and prof-
its through competitive advantage throughout your
supply chain. O

Lehigh University Center for Value Chain Research

{Logistic News [ 17



