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Stability

what is basic stability? 

o In the simplest sense stability implies general predictability and

consistent availability in terms of (the 4Ms. )

» Man power

» Machine

» Material

» Method
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1. Manpower

• Basic stability starts with a well trained workforce. Fortunately

employees tend to know their jobs very well or we would all be

in serious trouble

• The three specific job training components for production

supervisors :

1. Job instruction,

2. Job methods and

3. Job relations.
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1. Manpower cont..

• Job instruction (JI) taught supervisors how to plan for the

correct resources they would need in production, how to break

down jobs for instruction, and how to teach people safely,

correctly, and conscientiously.

• Job methods (JM) taught supervisors how to analyze jobs and

make simple improvements within their realms of control.

• Job relations (JR) taught supervisors to treat people as

individuals and solve basic human-related problems in

production rather than to ignore them.
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2. Machines

• You do not need equipment with perfect uptime, but you must

know your customer demand, the capacity of your process, and the

actual average output.

• If you have theoretical capacity as well as demonstrated capacity to

meet customer demand then there is no problem.

• It is only when you have no demonstrated capacity to meet demand

that you have a basic machine stability problem.

• For example, if customer demand is 700 units per shift and your

actual output is only 500 units despite having the capacity for 1000,

then you need more availability.
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3. Materials

• In general the goal of lean is to reduce waste and shorten the timeline from

when an order is received until the time it is produced. Normally this

requires the reduction of inventory in the value stream.

• If you suffer from basic instability, however, you might need to increase

inventory in the short term in some places or in some instances. The reason

is because with some processes you can flow production one by one or in

very small amounts.

Two pieces of advice on this topic. 

• First, not all inventories are waste. Only inventory beyond what is needed to

run the process is waste.

• Second, inventory often exists as a symptom of a problem in the process.

Solving the problem earns you the right to reduce the inventory.
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4. Method 

• Finally, achieving basic stability requires having standard methods for

manufacturing.

• The key point here is the definition of a standard.

• The normal definition is that a standard is a rule or way to do things.

• The definition of a standard in Toyota is slightly different. A standard

is a “rule or a basis for comparison.”

• A standard is nothing more that a tool to measure how we are doing

something and refer to when we want to make a change.

• The standards are what we use to measure and compare our changes

so that we know if the new way is better or not.
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Lean System Standards

Three fundamental lean questions and answers about standard

1. What is a standard?

o A standard is a clear image of a desired condition.

2. Why are standards so important in the Lean system?

o Standards make abnormalities immediately obvious so that

corrective action can be taken.

3. What makes an effective standard?

o A good standard is simple, clear, and visual.
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Work place organization philosophy

•First impression is very important

• Cost of pure work place

organization means waste

• Two segments of work place organization

1. Visual management

2. 5s
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Visual Management

• The Visual Management is designed to create a visual

workplace environment that is

»Self-explaining

»Self-ordering, and

»Self-improving.

• In a visual workplace, the out-of-standard situation is

immediately obvious and employees can easily correct it.
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visual management triangle

SEEING AS A GROUP

• Production status

• Inventory levels

• Machine availability

ACTING AS A GROUP

• Consensus on rules and

objectives

• Involvement in

improvement activities

KNOWING AS A 
GROUP

• Delivery commitments

• Goals and schedules

• Management rules

Figure 3.1 The visual management triangle.
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5s principle 
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Red Tagging

• Define what you need to meet your production objectives and 

clear out everything else.

• The key S1 tool is red tagging.

• The red tag is a simple tag containing the following information:

o Item classification

o Item ID and quantity

o Reason for red tagging

o Work section

o Date
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2s set in order
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Total Productive Maintenance

• “The performance standard is zero breakdowns.”

Seiichi Nakajima

• 5S naturally leads to total productive maintenance (TPM), which is

the key to machine stability and effectiveness.

• TPM assigns basic maintenance work such as inspection, cleaning,

lubricating, and tightening to production team members.

• This frees up maintenance team members for predictive

maintenance, equipment improvement and overhauls, training,

and other high-value activities

8/21/2020 43



• TPM represents a profound shift from the

“I OPERATE; YOU FIX” MINDSET, TO “WE ARE

ALL RESPONSIBLE FOR OUR EQUIPMENT,

OUR PLANT, AND OUR FUTURE.”

• Just as in safety, where the target is zero accidents, the

target of TPM is zero breakdowns.

TPM = (Preventive + Predictive maintenance) + Total involvement
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• Equipment

improvement

• Overhauls

• Training

• Maintenance

prevention

• Predictive

maintenance

New Tasks Made 
Possible

• 20% - 50%

Maintenance 

Department

• Simple 

maintainability 

kaizen

• Cleaning

• Inspection

• Lubrication

• Adjustment

Tasks Transferred to 

Production

Figure 3.2 How TPM shifts maintenance tasks.
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Six Big Losses

• TPM entails involving all team members to eliminate

the six big losses that downgrade machine

effectiveness:
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• Downtime

1. Equipment breakdowns

2. Setup and adjustment delays

• Speed or Hidden Losses

3. Idling and minor stoppages (the machine is being run but no product is

processed)

4. Reduced speed (the actual machine speed is less than the design

speed)

• Defects

5. Process defects (e.g., scrap, defects that require repair)

6. Reduced yield (e.g., from machine startup to stable production)
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