Freedom and
Trust

BHE & {EH

What Al-Augmented Development
Can Learn from the
Toyota Production System

ABRRAFEN S IFTEEFRDNSENDB I &

Terry Yin - Odd-e

Tokyo LeSS Conference - 2026




About Me

BCSAan

| coach LeSS and technical practices at Odd-e.
Odd-e TLeSSE WM T 09T« ADA—FZ= L TWLWET,

Nearly 30 years building software, including a decade inside Nokia R&D — and | still program.
VI Iz 7REIE30FEEL . 5510F IENokia®DR&D, £H OIS LEEVTUVET,

Still programming. Still learning. Now asking what Al should free us from.
SHLT7O7I27L, 2UGHRITTVS, WERBSDIE. AR Z @D SBRINED,

Terry Yin - Singapore - terry@odd-e.com



AR 555

Preaching to the Buddha — TPS in Tokyo.
TPSZHRRTED,

TPS has helped me. Even more with Al.
TPSIFIRIL > TS, AIRFKICIE. BREET S,

= Software combines discovery and building.
VI7hox7d. BRRLGBHSES,

= Adapt TPS thinking to software.
TPSDEZ A%, VI MU 7ICEDETED
ER




One lineage of inspiration
QEDBBODDAVREL—2 3 VDR
XP |

Agile LeSS
XPI72vAIL

Al-augmented

TPS
development

ABESRE 7

FIXEERR

TPS inspired XP and the Agile movement,
TPSHXPE 7V v A ILL—T XY MIAYREL—= 3 &5,

then LeSS —
LeSSIcH —

and now, Al-augmented development.
Z LTS, AHLRAEREA,



How do you know if the organization is using Al right?
HHHIAZELFEITWED. ES5ThiEhH 3?2

If the teams are more freed than constrained by what

they built.
F—LBMEoT=HDICEENBED . BRISNTLBES,
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Constrained by what

they built
B5ESHDICESND

= |eftover ownership
T—F—>v DR
= Judgment-loaded output presented as

finished
HEBERHABAEINBEVWTRFDOTI NSy bz T5
1 &LTLES

= Unable to take the next highest-value item
RICRBHMEDZTWVWT A T LICEDDHH AL

Being constrained # taking responsibility
wonsd +rB5EXZ5I1T%ITS




Judgment-intensive work
HIBTE LR DI

Use judgment to discover. Encode what you learn.
AlEr L TRDIT%, 2V ZLEAICT S,

The next person need not rediscover the rule.
RDODADIL—ILZRDITEETTISELD.

In a document In a test
XEBFD TAMGDS
“The list must not be empty.” Empty list = failure.

M)A MEZIC LRV =D > KB,
Someone must interpret it. Otherwise, no news.
HHODEIRT B, BREZITNEL., AHEITZL,
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Al speeds whichever loop you feed
Alid, IFERELBRELMEIES

Artifacts still Effort per

Pressure to ask requiring change

Al judgment for people + Al

BB HEH ADHAID
7% 2 R TEICHD B FE

for more
solutions
AllCH-o &

fRIRBERDBES

+ increases - — reduces

Problems solved
per day
—HICRIRT S
RIRE DK




Freedom vs. trust?

HH VS (5%8?
Give freedom. Entrust real work.
Withhold real work? Control every step?
BARGS., KEGASREEESNBRWN? TFE545. FIERXTEEIS?

s

» e
- by

Why should we have to choose?
MIL TERWVNDES S,



TPS shows how a system can
continually convert learning into

constraints that make greater freedom
responsible —

and use that freedom to produce the
next learning

onh which deeper entrustment, and then
mutual trust, can rest.

0dd-e

TPSIE. 2V ZHIMNICEZ. D
fNICE > T RKERERZE
BEEHDHDICT B, FDOEH
TRDZEVZEEHH T,

ZDZFVZLIEIC. KDRLE
TondLSIC@mh,. PHTH
HDEFEIEDIID,



Two houses, different layers
“DODIN\TR, BRIRBEE

The TPS house Larman & Vodde's Lean Thinking house
TPS/\U R Larman & Vodde @) —>BE/\TJ X

Best quality

BEORE

Sustainable shortest lead time, best quality and value (to people
and society), most customer delight, lowest cost, high morale, safety

Lowest cost - Shortest lead time

REOIX - BEOU—FET4 Respoct oroauctpeveopment | Continuous

D - ong-tom great onginoors | | Improvement

onttouble mentoring fom manager-
¥ engineer-teacher
Jidoka Just-in-Ti . - cadence =
ust-in-Time = .
o) T neonbuld products” | | roseroionel || st relntiess
AY 2114 engineer/product mgr S e
1 t ~teams & individuals | |- Seoased concurient dev * variability, over-
HEpd only what evalve ther own =5 burden, NVA
abnormality is needed practices and (handoff, WIP,
} ) improvements info scater,
RETLES BEBHORT . delay, muti-

- build partners with urden tasiing, defects,
stabie relationships, | | Siop & Fix, master noms, | | wishful hinking.)
rust, and coaching | | simple visual mgrm, good

" e inllean thinking tech, leader-teachers from | |- perecton challenge
Standardized work - Heijunka wihin, develop exceptional
AR - TR - develop teams people, help partners be | |- work toward flow
o lean, Go See, consensus, (lower batch size,
Stability \__reflection & kaizen _/ | Qsize, cycle time)
R Management applies and teaches lean thinking,

and bases decisions on this long-term philosophy.

Toyota's operating system for making things: Jidoka builds quality in A Toyota Way [ lean-thinking synthesis: Respect for People and

by stopping; Just-in-Time makes only what is needed. Continuous Improvement, on managers-as-teachers, toward

E/DLDDEHDIZDARL—T 4 VIO RATL: BEtldkH3 e THm perfection.

BZEDAH, D¥ AL A2 « ZALIZHRERDDIEITZES. FIRVIA | V—VBEOHRE: BABIALLTOIYX—Cv—ZLRIC. AM
MEE R EHNRE CREZEET .

Commonly taught Cho house; structure after Toyota's 1998 TPS booklet. Original drawing — not a

Toyota asset. Pillar meanings: Toyota, “Toyota Production System” . . .
"""""""""""""""""" Larman & Vodde, Scaling Lean and Agile Development, Fig. 3.1 (2009)

Creative Commons for presentations via less.works


https://global.toyota/en/company/vision-and-philosophy/production-system/index.html
https://less.works/resources/graphics/book-images

The triad

=fI—1K
Jidoka
BHEt
% 9,
& o
Q. b S
attention for real need capability to respond
RLEDZ—XADEEE I8P
Respect for
entrusts People
TE3
. . ABEMBE
response instead of stockpiles

EBETREL ., BE
Technical excellence keeps the shared product and its abnormalities visible soon enough for teams to
collaborate just in time.

RMNEEMED, RETOX I MOREZRSKRIBELSICL. F—LHOVY R A2 « IALTHEBATESDLSICT
50



Jidoka preserves knowledge
A IEAEERET S

Generation is cheap; judgment is expensive.
ERIER <. FBRICIEZS < DHEADHLD B,

Encode what we already know. Leave people able to experience the next problem and comprehend the
solution.
T TICODD>TWVWB ZEIFEAAICHAALD,
ADRDEBZHEREL. TOMRZEBBTIZLSICLTEL,



The loom's closed stop
BHD TR TfB 1Ly

Sakichi Toyoda wanted to ease
his mother's work.
ERES . BOBAIASIZRICLIED > T,

-

\\ L SR P b . 50

Type G automatic loom, 1924 Photo: Daderot / Wikimedia, CCO

A broken thread stops the loom.
RN D &, BENESIER S,

Jidoka / Autonomation

H B 1L

ninben = person

Automation with a human touch
ANDHIEZINZ f=8&h1t

People are free from watching.
ANIREDDNSEREINS,


https://commons.wikimedia.org/wiki/File:Toyoda_Automatic_Loom_-_National_Museum_of_Nature_and_Science,_Tokyo_-_DSC07343.JPG
https://creativecommons.org/publicdomain/zero/1.0/

% Watching the loom [ watching the Al
Higz Rk | AIEREKS

e code

£ claud

_ continue without review
.. 5 87 3ask | pnpm sl ——rul

] @ 12 checks passed




Dumb: the rule becomes a stop
B HIEEELEOHEHCEHAT

Schematic illustration / =X

Thread intact: run
HHED EFL

Thread broken: stop
AN B EIEF S



https://www.allaboutlean.com/jidoka-3/model-g-warp-break-stop/
https://creativecommons.org/licenses/by-sa/4.0/

Called by the stop
ElEL7=5FIEN3
o—

’*"SLaude code

. inspeet

shnormal result

toad glrfaguﬂLf;tcp.ls

=3l check returned unknown

| rewiew required
o human Judgment

@ eanleut Freacrvod




Smart > dumb = gone

BELW-> B S>HZD

Dumb Gone

Judge while creating The joint checks the fit No joint to maintain
DB EEITHIMT B EOEEWZRL < Z0EH. FORTHHRLT

Al-generated illustration




Build the stop into the software

VI7bhoz7IC TIEESTHAI ZHAAT

A change
Human or Al
ABAID

Tests & checks
Rules we know
EERID )L —)L %= ET

Pass | &1&
—>

Fail | R &1&

—

Continue
FDEFED

Stop & Fix

LT, BY
|

Encode what we learn | # 0% 11— K(C

Fix the cause. Leave a safeguard.
BER%EY. REFHHAHEET,



Jidoka frees people
A, AZBERICTS

Known rules
protect the product.

BADIL—ILH
70570 b %EF %o

Free to solve

the next real problem.
ROFLDBEIC, HEFEZ S,

0dd-e



Just-in-Time
SYRAR AV AL

Only what is needed When it is needed The amount needed
NEBREHDZ BIREEI(T NEIRERS

Order 2 cars Pull 8 wheels Replenish 8 wheels
26 DFEX Hig8Ez 5| =H S Hig8EzmiTd 5

Minimum stock. Steady flow.
HEFR/INEDHEET, iz 274 <,


https://global.toyota/en/company/vision-and-philosophy/production-system/

JIT entrusts people
JTiE, SR 3HEEAICEES

HBYPTILIKT S

Be resourceful
with what you have.

Confidence comes from the ability to respond.
522 H0D. EEBREICHED,

Terry's reading of JIT, inspired by Kazumasa Ebata’s teaching

0dd-e



Pull: smaller customer problems
7 EEOMEENSHITB

"Get home after dinner.”"
MBEDHE. FRICTED 2\l

Find the next train
ROBEEFANS

Check the fare
EEEAND

Find a step-free route
EEDBWRIRZIRT

One useful outcome, end to end.
OEDDRIUDIFERZ., TVRKY—IYRT,



Freedom to choose again
RERVET HH

“Next train: 22:45."

CRDEE(F22:45, )

“Does that route
have stairs?”
rZD8E. PEERIZH D ?

Next: a step-free route
RiF. BEDRVRER

Keep completed value. Leave later stories unstarted.
B e MEEET, BDRN—U—[FREFIC,



Continuous integration is a practice, not a system
PEEM AV TIL—oa VIES AT LTIRERL . 59574 X2

A Cl server that integrates
unowned branches is a stockpile
with a green light on it.

HEFBLULBRWI SV FERET SCIH—/N
—lF. BDOT Y T DWIEREICT ERL,




Let the shared product pull collaboration
HETOXI LS, HBEZ7TILESES

0dd-e

GRICHE L. DERCSICHET S,



The engine of freedom and trust
HERCEEDOTY

Jidoka - BfEift
Autonomation
Rules captured
in tests & code
TARPIO—FIC
HAAATZIL—IL

+ increases - /[ takes time
+ X9 -/ BEDDH D

Freedom to
learn
& improve
2V WETS
BH

Ability to solve
real problems
ERDOREEZ
f#<h

Confidence to
entrust
the next
problem
RDEE =
EEoN3HEE

Just-in-time
Trust people to
respond to real

user needs

AzEELT
EED=Z—XAD

NSz EE 3

Al-generated illustration



Respect for People: making things means making people
ABMBEE: £/3<DIFADILD

Grow people who can think for themselves.
H5EZBANEBT 5,

0dd-e




Continuous improvement towards perfection
STEE|C [V ARG B E

SMED - Prepare while running OTED - One touch to change
BEDICEF LT, EEEREEL BBRIDE, TVYvFIc,

gl

Keep making the next change cheaper.
ROEFEDOEEZ, WS UKl 5

0dd-e



Go-See may mean

entering the Al harness

51 IRY) (Go-See) & iE. AIN—FRZXD
FRICAD CEDD LN

Do it yourself
a thousand times.
=¥ BHTTEY S,

Know the consequences
of locking it in.
AEEET DN FOEEENZ,

Then entrust it to Al.
ZFDDS AT, AlcfFEE3,



How do you know if the organization is using Al right?
HEDAIZELSEZTWVWRD, E5TNIEHNB?

More freed than constrained
by what they built.

F—LIMEofcbDIC, BESNDIDFERSNTWD,

Can we trust the team with the next real problem?
ROBFYDREE, F—LAIEESRDH,

Jidoka Just-in-Time Respect for People
&t DY RAE A2 AL ABMYEE
Learning stays Useful value now. People grow the ability
in the product. Free to choose what's next. to think for themselves.

SUAMHEHE L TR S, HEE BT, REBVEYE S, B5EZBNAED.



Takeaways
BBIE->TIELWLWI L

1 Judge Al by freedom and capability.
HEE. BABAPEZTUSBN,

2 Pull small slices of real value.
ALDZ—ZAH S, NS BIT 3o

3 Smart - dumb - gone.
B\ > Bl > X3,

4 Same gates for people and Al.
ANICHBAICH, RIUEE,

5 Integrate continuously.

Collaborate just in time.
HaErd. DEREZCHBT 5,




Build products

that free people.
ANZBHICTZO57 hxD<L %,

Trust them with

the next real problem.

RDEHDFEZ. AcEED,

0dd-e




Thank you
HOHES5TFVELE

Terry Yin - Odd-e - terry@odd-e.com


mailto:terry@odd-e.com
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