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Jidoka
(Line Stoppage Variation)
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"Unless you try to do 

something beyond 

what you have already 

mastered, you will 

never grow.“

Ronald. E. Osborn

Jidoka (literally translated) means "Automation". Through shop usage at Toyota the word has taken 

on other connotations. One meaning refers to the stopping of a manual assembly or production 

line when something goes amiss.

At Toyota, every worker has the authority and the responsibility to stop an entire line when a problem 

arises. The purpose is to bring attention to the problem, regardless of how small, and focus 

efforts on it. This forces a permanent solution.

It has been an article of faith in automotive plants that an assembly line must never stop. When 

Taiichi Ohno first told supervisors to stop the lines when trouble developed, they were 

incredulous.

Ohno tells of two supervisors: one who followed orders and stopped the line immediately when 

trouble developed and another who was reluctant to stop the line.

At first, the line that stopped frequently had lower output. After several months, however, the 

situation reversed. The line that rarely stopped still had the same problems. These problems stalled 

productivity improvements and created rework that lowered efficiency. The line that initially saw 

frequent stoppages found that the stoppages had been reduced and overall efficiency improved.

A Cautionary Note

Jidoka only works when the supervisors and operators have the skills and experience to fix the problems.

The Essence of Lean Manufacturing
ALL work processes are controlled, scientific experiments, constantly modified and improved 

by the people who do the work.

This unspoken, unrecognized belief gives rise to unspoken, unrecognized rules for work processes 

and behavior.

Each rule derives from hypotheses about the production 

process. If the hypotheses are correct, there are no problems. 

When problems arise, as shown by the indicators, the operation 

is fixed according to the responses.

The rules imply two distinct, simultaneous but interconnected 

processes:

• A production process that makes product.

• An improvement process that makes the production process 

better and better (Continuous Improvement).

The rules are not absolute dictums but, guides, and ideals.

mailto:rkunst@kunstartofsolutions.com
http://www.kunstartofsolutions.com/
http://www.strategosinc.com/taiichi_ohno.htm
http://www.strategosinc.com/taiichi_ohno.htm
http://www.strategosinc.com/taiichi_ohno.htm


Inspired People – Robust Processes – Lean Operations 

Richard Kunst 
President and CEO
Tel: 519 651 2341   E-mail: rkunst@kunstartofsolutions.com Web:  www.kunstartofsolutions.com

Page 2 of 2

______________________________________________________________________________________________

The Unspoken Rules of Toyota

machine. 
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