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(Table 1) JIT vs. JIC: A Comprehensive Comparison

Aspect Just-in-Case (JIC) Just-in-Time (JIT)
Inventory Stockpile inventory to handle disruptions |Minimize inventory and rely on precise
Philosophy and demand spikes. deliveries.

Cost Implications

Higher costs due to storage, insurance, and

obsolescence risks.

Lower holding costs; improved cash flow.

High resilience against disruptions like

Resilience . Low resilience: vulnerable to disruptions.
supply chain shocks or demand surges.
@) tional Li fficient due to handli d ) . . .
per‘a ona o5 e. een ug 0 ar.l 1 an Highly efficient with lean operations.
Efficiency managing large inventories.
o Quick adaptation to demand surges or Limited flexibility; struggles with
Flexibility . .
disruptions. unexpected changes.
L Increased carbon footprint from larger Aligns with sustainability goals by
Sustainability

inventories and longer storage.

reducing waste and optimizing resources.

Source : TRADLINX (2025)
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Traditional supply chain Next-normal strategy with
strategy areas of focus new areas of focus

/N

Cost and Quality
capital

Cost and
capital

Source: Henrich, Li, Mazuera, and Perez (2022, 2)

(Figure 1> Next-normal supply chains are significantly more complex
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Supplier

(e | g g <o
[

=
2 Jtts a0 a0 a9 e

‘ Suppliers: Input of supply chain information, including

parts itemsand customers.

RESCUE

Supply chain information
database

risk analysis

Understanding of the entire supply chain and
formulation of countermeasures

TOYOTA

Source: Toyota (2016)

(Figure 2) Structure of RESCUE
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€

N, 19 Sk
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vigibility) 1@< Ao Fdet 7;10]1;}_ o
dlo[e] Ho] 2 @

2) Z2). RE dAY 3 ]‘/} =4
FA 5o MAE Al&sH RESCUEoﬂ ?JE—"‘]?'SHC’L
3t} (Cabinet Secretariat, 2015). Z2Z4Y19 A

" o]F RESCUEE 4K dAlg Ad(digital

transformation: DX) B3] AL9& &a 9l
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17: Nikkei XTECH,
B 239 a3 %4 e dolHg 24
oA AR SR dAEe ARE} 5 5
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% e D.X
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Zo] gra EEoF

Q%E}(Nlhon Keizai Shimbun, 2019/6/
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Y F5 did d2d Ajn FE Ao
A AR Gy 7P olFst Bkt HE
g2 F5 e FE3 AnE FEH=

7|F2.2 RESCUECE 407 749 g
el Hf 102k FEAA] Ao ARE
Ag ¢ 9l deks zhEdr) (Bosai Nlhon,
2021/08/13). °l&g+ 4l
T gxa F5Y F= 4 w9 A L A
Aoz AP 4 gt

RESCUEdA F&F& AHA] Ez] FH2 X
ANEG(ad 3) Fx). d2 59, 13 AgAst

ﬂ*ié AAR = A7
£ 2007 =&
Shlmbun, 2019/6/17). ©]

itk 10 2% 223 F

nleko 2 Z2-gth(Nihon Keizai
= 27] uH < 90%

T AFoR, giEe FEo MY olFdE

Aottt = Qe
H, Lol thef

KARS] Bolojebd 27k LA 2”s=gh MAL
o da, 3A7F JAre] AA (i) = #2715 =
TEHEY SPAREFEAR) 2t
FHAed 223 =q(@EHE

=) [e3e) = > =) >
Bl g Bloyas ougth A, HF Adtete 7199 WAl AAA], 2HIA A
[Tier 1] [Tier 2] [Tier 3]
Company A Company B Company E
Item 1 | a Factory Item 2 | Item 5 | e Factory
bFactory
Tr;e following B ————————
information is
collected through Company C Company F
supply chain -
research: Item 3 | ¢ Factory Item 6 | f Factory
DSupply chain ::
teoinfomationby | | seesssusasassesase
product Company G
2)Detailed

information on
each company's
production base

Company D

Item 4 | d Factory

Item 7 | g Factory

Source: Cabinet Secretariat. (2015)

(Figure 3) Supply Chain Information in RESCUE
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AHEShe A Fgol Abgehe M7 ol tig 4
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(Figure 4) Relationships between semiconductor manufacturers, semiconductor
trading companies, and first-tier suppliers and Toyota
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(Figure b) Total Sales Amount of DENSO, Aisin, and Toyota Tsusho

(Unit: Millions of Yen)
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(Figure 7) Average Inventory Turnover Ratio (Unit: %) and Inventory Turnover Period

(Unit: days)
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(Table 2) Changes in Inventory Turnover Period by Supplier

Category DENSO Corp. Aisin Corp. Toyota Tsusho Corp.

Early period
(2000-2011) 31.3 days 24.5 days 24.6 days

Middle period
(2012-2019) 39.0 days 27.9 days 33.6 days

Late period
(2020-2022) 56.1 days 38.2 days 48.0 days
Growth rate, Middle — +24.6% +14.0% +36.4%
Late (p<0.001) (p<0.001) (p<0.01)
Growth rate, Middle — +43.9% +37.0% +43.1%
Late (p€0.01) (p€0.001) (p€0.01)

Notes.

1. The early period refers to the period before the Great East Japan Earthquake, the middle period to the
period after the introduction of RESCUE, and the late period to the period after the COVID-19 pandemic.

2. p-values are based on independent-samples t-test results.

3. The early-period figures are calculated from the first year in which supplier-level data are available
(DENSO CORPORATION: from March 2000: Aisin Corporation: from March 2004: Toyota Tsusho

Corporation: from June 2006).

Source: Annual securities reports of each company.
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Corporate Strategy of Supply Chain Risk Management:
The Case of Toyota Motor Corporation

Seong Bin Pak* - Wang Hwi Lee**

Abstract

This study analyzes Toyota Motor’'s supply chain risk management strategy using inventory
management data. Despite significant disruptions to the global supply chain due to factors
such as the US-China strategic competition, the COVID-19 pandemic, and the Russia-Ukraine
War, Toyota maintained its global leadership in new car sales from 2020 to 2024. This
achievement is based on the RESCUE (REinforce Supply Chain Under Emergency) system,
established after the 2011 Great East Japan Earthquake. Through RESCUE, an integrated
system for proactively assessing and preparing for supply chain risks, Toyota systematically
identified and managed hard-to-replace items among approximately 20,000 parts. For these
final risk items, Toyota established a collaborative system with Denso, Aisin, and Toyota
Tsusho, extending to third- and fourth-tier suppliers. Analysts have suggested that, as
inventory increased following the introduction of RESCUE, Toyota abandoned its just-in-time”
approach and adopted a ‘just-in—case” approach. However, RESCUE, which has developed
strategic redundancy and deep visibility, has evolved not to completely abandon just-in-time
but to partially embrace just-in-case. Inventory management data from the past 20 years has
shown that most low-risk components still have minimal inventory, while supply chain
diversification has increased inventory only for high-risk items. In this sense, RESCUE can
be evaluated as a significant example of how to balance efficiency and resilience in supply

chain risk management.

Key words: Toyota, Supply Chain Risk Management, Just-in-Time (JIT), Just-in-Case
(JIC), RESCUE, Supply Chain Resilience, Tiered suppliers
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