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WELCOME TO THE NEW UNITED MOTOR TEAM

You are about to begin the New Team Member Orientation

program. Study this package of material. Take notes

and write your questions on the question sheet provided.

Bring this material and all notes, as well as your written

questions to our next class meeting.

Our New Member Orientation program is an indepth

study of New United Motor, Its' Production Systems, Management

Philosophy, Work Rules, Attendance Policies and Objectives.



QUESTIONS REGARDING NEW MEMBER ORIENTATION PROGRAM

SUBJECT: KAIZEN-

_U (waste, uneveness, overburden)

FIVE WHYS



FOUR "S "' --

KANBAN-

ANDON -

'Work-and Attendance Rules and Other Subjects -



THE NEW UNITED MOTOR SYSTEM

OF

PRODUCTION AND MANAGEMENT



I

WELCOEE: WECCME TO THE NU1I TEAM

II

WHAT IS NUMMI?

NUSMI is '"Nw United tr Ma fu , norporated." We are a
nw, ie t pany established by Toyota Motor Corporation and
General tOars. We are a factur entity. The autarobiles we

produce are to be sold to the Chevrolet division of General Motors

Corporation.
DII

OR GAL:
"BEI'TER AUBILE AT BEI'I'K PRICES

As Irflbers of the N I team, it is our responsibility to produc high
qlity aut ble at law cost, There are five essential ingredients
needed to readh our goal of "Btter mobiles at better prices":

1. Develop hmn potential.
2. Pursue Ixim pr mity
3. Produce i at lo cst.
4. Produce autcdiles of high qality.
5. Produce aling au biles.

Each Teamnber is an important part of the process of pursuing and

accciplishing our goal of Better autabiles at better prices."

1V

HUWN RELATIONS PHfLOSOPHY

Our N hU an relations philosophy will be our guide. We have broken
down the barriers that have taditionally seprated. hourly and salaried
eAdloyees. We are all I s of the NLM4I team. Wb have stru tu an

innovative Ployee relations en=viroet built upon iutual trust. CCaiuni-
cations are otta up top dwn". Our enviroilent enables hourly and
salaried Team Hers to wrk together toaerd our goal of efficiently pro-
ducing quality autarobiles at the lowest possible cost to the Aimerican
csm-lrer. "Better autar-biles at better prices." It is our responsibility

as _iers of the MI team to 1pesally camit ourselves to full
inolvent in our carlany.
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Our human relations philosophy guides us in the developrent of our

full hunan potential to enable us to build the highest quality autarobiles
at low cost by:

Recognizing our worth and dignity.
*Developing our iividual perfo ce.

Developing our team perfrace

Improving ow work envirowent.

'n/MiM M Tu.



New United btor Maactur, Incorprated (NM) is designed

upon. the Tota I Of nf i. e have create a working
enviroiunt built upo MItual trust between nag t and lbor.

The caiy is managd thrh a skillful blening of top down and
bottan up inteaction aong persnel. W motivate by ling a

positive worth ethic.

Xb oprate on a phily of teamwrk first. Each team operates on

its avn, taking full responsibility for ction, ity, cost, fety
and other conCenIS of its r.ite. Te individual ers of a worksite
team help each other as they nave to reach the goals of their team.

Managerent has established ccrtete goals. It makes a point of

giving the a f ti of the state of the organization on a

regular basis. This creates an increase understanding of the needs and

rtsirerents of . Through i son catnicatin the tas wil

readily coperate and be flexible to anes in dnnd and p tion.

The work of each team is evaluated by a mngent. tern on a regular basis.
It is esSnial to have highly nmtivated teams that work to achieve a high
quaity perfonnance level. It is rcssary that team uers share their

wisdim, skills and es to correct the problens of unevenness, d ,

and waste throa4h the practice of Kaizen.

-V

MNZE: The Sear for Constant Ir nt

Each team nurber must have de and confidence in being an expert in

autirrbile manufactuin. It is the s ibility of al team r tbrsto
increase their efficiency and p tity.

The attitude of every team ber can best be expressed through the

slogan "Good Thinking", "Good Products" Each unter rrust7 practice Kaizen.
Each successful proent will lead to a ber ality product at lcwer
cost.
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It is our responsi lity as rbes of the NUM Team to incorporate
Kaizen thought and practice into our d>aily lives. Our personal future and
the future of our Aay d upon us as individuals and as S of
the M4I team to peform Kaizen daily. We mast rmnber NUM is Kaizen.-
Kaizen is NE~I. The a bizeniso is the =rnrstone to a profitable and
successful -My. In order for the ca9anly to suceed, team Hmbers Imust
an~ove te worksite oeatins throgh izlEntaticn and eMification
to achieve efficicy and ality at lower cost. It is each team, -DIbe' s

responsibility to seek constant ad citius ent by eliminating
waste, u ess, rb axid s afety hazards.

The first step to rksite Kaizen is to analyze the sitsatin.
Deterine what iSc Its are reded. Look for the four problem areas;
Waste, Uveess, Trden and. fe hazards.

Each team rmiSt ask himself "Is there waste?"
a. Waste: due to defective ps.
b. Waste: due to correcting s.

c. Waste: due to over dti.
d. Waste: of Sakc or ha ing that does not contribute to the

P.I.
e. Waste: of mian. Any Imn or mhine ar1v~rent that does

not add value to the prout.
f. Waste: of waiting. Waiting for material, product or a

machine to finish a press.
g. Waste: of inventory, any nneaded- or extra parts or

unplanned storg

Each toa Serust ask is If,"Is there unevenness?"
A. Unevenness: is rksie job cycle equal? Does one side of

the operat workload have Imre or less nvve-
snts than the other iorder to carplete the

job cycle.
B. Unevenness: of unifonnity; do all operators pherforme

saM oration the same way?
C. Unevenness: of stock or materal paient; are excessive

steps neaded* to get to stock or material dif-
ferent fra other side of same operatio.

D. Unevenness: of tools and equiprent. Are the plac-rent of
tools or quient to perform the oertio set
inueual or awkwrd positions.
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Each ena er ask himself, "Is there overburden?
A. Overburden: of parts and tools: Is holding ten bolts in

the left hand and the torque gun in the right.
hand orrden?

B. Overburden: of ines; is a mhine prossing six
parts overbden?

Fach n~i*~er nust ask hWmSelf, in any given situation, 'Is this a

safety probleil?"

A. A machine leaking oil fl a presasure hose.
B. A ress ngoing through its hit cycle without the

operator having tGaxd the cntrols.
C. Oil on the floor of at's work area.

Each team A=Oer is obligated to meet with his Team inbers. -ard'Team
H*der and discuss what he has diered at the worksite. The team fiber

with the Io t sggestion will d to the best of his abilities
(verbally, in writing, in dagrs, or all three ways) the problem and his
soluti. Eai team mber is to give input in solving the
probl. Iproving and Crrcti ksite problem can't always be acctr-
plied~by one ps. In most cas-es it takes the joint effort of the team.
Examle, team O1zber A orates a welding procass where he had to pick up
an asserbld unit at the bottaa of a chute.
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Mtile on vacation in Japan, he saw an old device made of bamboo,
used to scare off wild boar, with water flowing into a bamboo pipe filled
to a certain level. The weight of the water autiatclly tilted the
pipe over, spilling the water. The heavy n baboo pipe then tilts
back erIty and stries a rock, p u a sound to scare away the wild
boar.

t8 t

Upon retuning to the plant, he proposed his idea to his team.
Mr er A could riot write well. M B wrote the solution.

C figured it out tatically. The team le drew the dia .
The group le assist engin ing the deign of this't~e and
health savng aau. The group leader wrote the ne w wk standards
and approacvedthe Team ber A will recive aseggestion
award for a tine, fety and labor saving suggestion. Team IInbers
B and C will receive assistance wrds.



Through this simple exabple, you can see how Kaizen works. The

eplu~1e datenstraes (1) The elimination of waste. (The waste effort

used in g da to pick up the part). (2) The elimination of over-

zkarden. (3) Safety: the possibility of future major back problns.
e i also the possibility of time being saved, which in the long run,

dc1d be value a to the peted p Act.

VI

T1M FIVE AWR;S"

We at NIHbI never ask just one qst, h a situation has occurred."
Wasll five whys. We ask the five whys in order to arrive at the rot
ause of a ptM. We have d this philosoh of probn solving fron
the Toyota Prodction System, Lire Five Wysi"

There are two ways of repiri defective hinr and ipent:

(1)~iergncy r.rective neasrs(1) mire

(2) aCrrctive eAres to prvent rance.
Bothz.iethods are at tr n sary. Uter rgecy c itions, corctive

esres- may have to be accSplis . If we only rely on urgency neasures
ard allow that to ne or starrd, we will contirue to have the sax

problen r ating itelf. B usi the Toyota STANDA R

P}.EETV1rION C AZ~t~r~4FAS S, we fully investigate possible causes of defects

by askina the five "wkys".

THE FIVE "WHYS".,

-7-



Wa begin asking the "five whys" once we discover the visual problem.

Through the process of working backwards fran the visual problem we ask

why, why, why, investigating the cause and effect until we dis the

root catse of the problem. Exarple: A pump burne out - why?

'li~re re Metal filin in the bearings - Why? The

filter scren was not on the filter - Why? use

it f off and was at the btn of the coolant

basin - Why? The nrt that se:ures the filter fell

off - Why? The maintenance an did not put a lock

mut on the filter.

rec revention une arsc ane with the" whys"

is an ii sable netbd of raintenance. It ensures built-in quality

and provides an effici and safe wrksite environt.
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ViI

nTAKT TflE

It is cruial to the success of NUt4I's production systems to produce

only what is necssary. Overproduction nmst be Controlled. In order to

achieve this, we have iized the Toyota concept of "Takt" tie. "Takt"

tirefers to how nny and se-c n-d-s are ruired to produce on

part (unit of prodt).
TAKT T1ME

The Minutes and Seconds Required
To Produce One Part or One Unit Product

"Takt." tineWguarantees ovepr tion.

We set exact "takt" time for each process. ach process then produces

each part or se nt actly when and in the anutt need. For exarnle;

at TEyota, "takt" tine is set agto the n er of custaner orders

for Corolas per month at the rate of 20,000 units. Based on twenty operating

days a mnth, then 1,000 Corollas must be produced each day. Eight operating

hours each day airounts to 480 minutes, thus one Corolla must be produced every

0.48 minte.

It is important to r er "takt" tine is the ne t of actual

time it takes to produce one unit of product. We exclude waiting tine,

walking tire, and tine that does not add to the actual product.
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Ecaniple: "fender liner installation". The chart describes the elemental

brake down of the operation. The total cycle tirre is 180 segs.
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Ten second
intervals

You can by the dhart that only 80 srds are actuallyusd in the

installation of the feer liner. Those 80 semis will be the "takt" tine

of this specific oation. The reading of the manifest, the tine it takes

to go to the matral rack, the time it takes to carry material to the job,
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the time it takes to go to the bench for screws and tools, the tire to return

to the job, and the time it takes to return to the bench is not "takt" time.

"It does not addto the product". Your job is to continuosly wrk for

reduction and elinination of these non-productive eleaents of a job cycle.

7hisi Kaizen.

VIa

M FOUR "SIs"

Another of the Toyota an nt hilosphies w at NUMMI have adopted

is the utilization of thefr S's: "Seizi, "Seiton", "Seiso , and

ifSeiketsu".

"Seiri" nmans clearing. Get rid of the things that are not .

aste, exta storage bins, is wast. More than just enough parts for pro-

iis waste. Mare than materia and tools needed to do the

ration s waste.

"Seiton" Mans arra It. All tools, parts, materials, machines and

equipment nust be aran in a utilitarian manne with a place for every-

thing and its place.

'Seiso" irans to sweep, wash and clean.

"Seiketsu" is the result of the practice of the four S's.

In order to quality and productivity, each team br has the

responsibility to maintain a clean and efficient worksite. TMe practice of

good Mseking is everyones job, a clean work site makes work easier,

healthier and safer. oue ing is an ongoing process. It is not an after

prodution catch up project. "If you drop it - pick it up! It is your

responsibility to keep a clean and orderly worksite, with everything in its

place, and a place for everything".
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Sioking is not pernittad in the aisles, nor at the worksites. Smoking

areas will be designatd, and this is the only area where it will be permnitted.

Food and beverages are not allo to be consumed at the wrksite, nor

in products rafacture. There are designated areas provided for the

Cons~ ti of food andbeags.

71e possession and reading of nespapers, magazines, s, a paphlets

are prohibited at the worksite, and in the ts we manufacture. Each

ber of the NWI Tema will be provided with a cnrplete list of work aMd

atte icaxx3erules. It is your obligation to follow these rules. These and all

slop rules will be strictly enforced.
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INaNm:

TheMontrOl tool that insures that each press makes and conveys only
what is when it is needed, in the anomt need is "Kanban,.

The wrd "Kanban" i used frequently a the world. Thirty years

ago, it siply ant sig ard Japanese. The Toyota Production System
has made "Kann" fus as a system of signs and po edures that has revo-
lutionized prdutio efficien.

The "Kanban" was coxneived by Toyota p ed byst suss.
The secret of success inst systans s the oncpt of stoki only
what strs acally buy. The result of applying the uaccess of suearket
stockin systems to au ile facturing created the Just-in-Tirre Production
System.

The advantages of using the n syste is that: (1) Eac secu-

tive fol g press takes only what it needs, (2) Just when it is ed,
(3) In ely the right anamt needed, (4) The preceeding process replenishes
only what has been taken away. This prevents "waste of r on"

There nust always be a "Kanban"
with the parts as they move on to the
next processes. The "Ka provides

"master instructions" for production

and cnveyance. '

No production or conveyance is done witout
a KANIBAN

Without "Kanban" materias, parts
and prodcts can be fran,
processes to processes. This system
guarantees no surplus.
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The "aniban" is an information rechanism that explains at a glance what,

when, in what I t, and what method it should be produced and conveyed.
"Kanban" always move tgether with the parts they cu rol. "Ka makes

it eair to practice Zen. If there is a surplus, shortage or mistake,
it can be spote imdatfeily by reading the "Kanban" and checking the parts
to which it is attachd. liow KAnnarusd;P

IN-PROCESS KANSANX~~~~_N
z EPICallb::

g e [S3EMai

INTER-PROCESS KANBAN

lTe inifonnation an a Signal "Kn" incldes: (1) The name of the
stag1ing press and the storage locati c for celetr parts; (2) the

part name and part nobber; (3) the materials to be proess, their dinnsicns
and storage loatio code; (4) the type of pallet and the n r.of contns
per pallet; (5) the quantity of materials processed in each lDt; and (6) the

strandad quantity Of pafll Signal KANBAN

By using Ka nbas a tool, the prdtio s is regulated in such a

way that we make exactly what is neiedt, when it is needed, and at the time
it is neded - "Just-in-Time. "
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x

BUSfITNG IN QUALIY

Insurig quality is the tre sibilty of each ber of the team.
We l d in quality at each pross of the m fatring operation. At

NUA4-, we use to nethods that guarantee quality built in at each

worksite.

G IN QUALTY AT EACH 1
0 u im OPeration

Manual

we build in quality o equiprent
and mu operatis.

We have incrporad t qaity assurnce methods, "Jidoka" and

"anxon".0
"Jidoka" has three objectives:

1. T proe 100% ity by preventing defects fAn bing
passed on to the next pess.

2. tion of m ilnery and ebiEtreak-n-s.
3. The use of npy efficiently.

The "Jidoka" Iethod will be applied to manal operationso the assembly
line. ken a Team)n tmer disc s a problem,, he uses the "arxion", the
electric signbard to alert he Team Teader and Group leader by pulng the
red rope for stopping the line. The fixed position stop system insures the
line will rain unti the problem has been corre . The "andon"

board also is used for calling maintenanc man to the problem area. Music
may be added to make sure the problam area is noticed and correctd in -iiately.

In order to i irove press quality, many worksites will be equipped
with one or mre "bakayoke" devices.
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"Bakayoke" devices are foolproof sensors that identify malfunctions
of eipnt and machines.

"Bakayoke" also is designed to be used as a back-up for human error.
It will identify missing parts and inrer assembly by rejecting the
parts, thus causi the conveyor or mine to stop functioni.

Xi

TABOR MANAEMET RAI

EM4I and the U.A.W. strive for a wholesae and stable relationship based
upon irutal trust,, wh can only be developed through constant dialogue.
The U.A.W. and Num4I zUSt work together to o onditis for all Hnbers
of the NIU4I team at the worksite and in the cirirunity. This can only be
acccmlplished through uitual cooperation. The U.A.W. and NLMMI share a canron
urlrthingtat ary and stability will create job security, pr

tivity, and insure= preority for each mrber of the MUMI team. Sinerity
acocirpanied with autual trust underlines the fundarrental spirit of labor
managurent relations at al levels of the cpany and the union.

XII

THE NL4I SPIR

The cornerstone of the NMI spirit is Kaizen. The daily practice of
thiscc e Of l for ways to IzcHarove selves, our team and U44I
is the nUmnber one respnsibility of all of us, "as ters of the team."
Each Team My4anbemIust accept the obligation of coprative, flexibility
and dedication to the total team. It is the respsibility of each Tean
Or~er to support, without resevations, other rers of the team. Our

present and future job security can only be achieved through our individual
dedication and participatio in the effort of our team. It is each of our
responsibility to build a quality pro t at low cost to our ccxpany.

If you wish to be part of the NUKi team, you must be dedicate to the
NUMtI spirit. To be willing to practice our philosophies and follow our
NEay4 guidelines, our emphasis is on good thinking and good products built
upon r1tal trust. In order to achieve our goals, we place great ptanc
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on conducting all worksite activities exactly. We are guided by the rules

established by the team. We take a stern attite toard infractions of

these rules. Each opration s carried out according to the exact standards

set by the team.

We do acet:

1. essive a teeisu.
2. Tm use of al or d nus-on pany p ty.
3. TheF sewe of a Team IHIer under the influere of

drus or a .
4. The presee of a Team Mirwth alludl or drug hangover.
5. sesiatio of Many pr y.
6. The wanton trti or sabotage of pany proety.
7. Physil assault upon a fell Team ber of his personal

proery.
8. Poor quality rk ip after pro tainin.

71e result of cxiinitting an infraction of these Specific rules will
result in the forfeiture of a Tv= WRber' s right to be a part of the NotM
*Team.

Matual trust is the fouation of the NorMI spirit. If you feel you
can live up to our standards and have the NEH41I spirit, WELCOME M THE TEAM!
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