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Training Within Industry

The Training Within Industry method (TWI) is a technique that can be used for the development of
supervisor skills. A supervisor is anyone who is in charge of people or who directs the work of
others. TWI is based on the idea that supervision is the key role to assure that production goes
smoothly, that quality products are made, that costs are under control and that people are always
working safely. From experience, good supervisors generally have five needs:

1. Knowledge of the Work. The information that distinguishes one company from another. For
example: materials, machines, tools, operations, processes or technical skill.

2. Knowledge of Responsibilities. The company's situation regarding: policies, agreements,
regulations, safety rules, and interdepartmental relationships.

3. Skill in Instructing. Even if we have a lot of knowledge and skill about the work, we cannot
teach them well if we don't have skills in instruction.

4. Skill in Improving Methods. This deals with utilizing materials, machines and manpower in an
effective way. Supervisors must study each operation in order to eliminate, combine, rearrange
and simplify details of the job. In this manner supervisors can make the best use of the materials,
machines and manpower that are available.

5. Skill in Leading. This helps supervisors to improve their ability in working with people, and
causes workers to cooperate with them at work. When these 5 needs are met, supervisors can
deal with problems. Such as: mistakes, accidents, defects, rework, scrap, work delays, careless
operators, variation in performing work, etc.

The Knowledge of the Work and the Knowledge of Responsibilities are different at each company
and supervisors must gain this knowledge locally, at their company. Supervisors are not born with
the three Skills of Instructing, Improving Methods and Leading but these skills can be acquired
from actual practice. Three courses were developed to help supervisors develop these skills: Job
Instruction (J1), Job Methods (JM) and Job Relations (JR). Each was 10 hours in length. Since
supervisors are busy people, they were conducted in daily 2-hour sessions. Most of the content of
each course was presented in the first 2-hour session and the other sessions were devoted to
practicing and studying the method. Each supervisor was required to apply the method to a
current, real situation or problem from the workplace. In other words, TWI was a learn-by-doing
approach. Furthermore, each course was based on a method with 4 steps, which was patterned
after work by Charles Allen in the First World War. Allen was an expert in adult and industrial
education. Allen found that adults learned most successfully when there is preparation,
presentation, application and testing.

Origin of the Training Within Industry Concept.

—History

During World War 11, the organization Training Within Industry (TWI) (War Manpower
Commission, USGovernment) developed programs to help industry cope with the flood of new
and unskilled war workers. Guided by representatives of the new profession of personnel
management, and assisted by university-based social

scientists, the organization developed innovative methods of industrial training that drew on both
the scientific management tradition and the newer human relations approach fostered by the
Hawthorne experiments.
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Where “Lean
Thoughts”
Become Reality

After WWII, TWI was exported around the world
to help nations rebuild their industry. It was
particularly well received in Japan where it
became a national program under the Ministry
of Labour and has been continued until the
present. Toyota adopted TWI. Over the years it
has become the foundation of standard work,
continuous improvement and employee
involvement.

Usage of Training Within Industry.
—Applications

Job training, work design and improvement by
people who perform the work, gaining
involvement of people through creating a
collaborative and equitable workplace.

Steps in the Training Within Industry
Process

+ Job Instruction.

1: Prepare the Worker.
2: Present the Operation.
3: Try Out Performance.
4: Follow Up.

+ Job Methods.

1: Break Down the Job.

2: Question Every Detalil.

3: Develop the New Method.
4: Apply the New Method.

* Job Relations.

1: Get the Facts.

2: Weigh and Decide.
3: Take Action.

4: Check Results.

Strengths of Training Within Industry. —
Benefits

* The four-step method of each program is
simple, straightforward and easy to implement.
« If supervisors use a sure and reliable method
of job training, this assures that work is
standardized and is being followed.

* This creates basic stability in the operations
because there is a predictable outcome for
each job.

* When supervisors break down and study all
the details of jobs, this enables them to
eliminate waste and make the best use of the
materials, machines and people that are
available.

» The emphasis is on using your brains, not
your pocket book.

* By gaining people's cooperation, this creates
a collaborative environment instead of a hostile
environment on the shop floor.

* Greater productivity and competitive
advantage can be achieved when people are
contributing the creativity of their minds.

Limitations of the Training Within Industry
Model. —Disadvantages

* Lack of management commitment and constancy

of purpose are the most important limiting factors.
* The application of all three programs must be
encouraged and supported as part of a business
system instead of isolated tools.

Assumptions of the Training Within Industry
Theory. —Conditions

* Supervisors are the key role to achieve and
maintain basic stability on the shop floor.

« It is part of everyone's job to continuously
improve.

 People and their intellectual capabilities are a
competitive advantage.

Source: 12Manage www.12manage.com

Save Headcount!!

We can be a cost effective extension of your
Cl Department without adding permanent
resources.

KUNST

Art Of Solutions

Stupid stuff
you really don’t need to know

e Money isn't made out of paper, it is made out of

cotton.
[ ]
The 57 on a Heinz ketchup bottle represents
the variety of pickles the Company once had.
[ ]
The dot over the letter ' i" is called the title.
[ ]
A duck's quack doesn't echo, no one knows
why.
[ ]
Every person has a unique tongue print.
[ ]
315 entries in Websters 1996 dictionary were
misspelled.
[ ]
On an average, 12 newborns will be given to
wrong parents daily.
[ ]
Donald Duck comics were banned in Finland
because he doesn't wear pants.
[ ]
Ketchup was sold in the 1830's as a medicine.
[ ]
Leonardo Da vinci could write with one hand
and draw with the other at the same time.

There are no words in the dictionary that rhyme

with orange, purple and silver.
L]

American Airlines saved $40,000 in 1987 by

eliminating one olive from each salad served in

first class.
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2008 Consortium Event Schedule

Tour

January
T

Wednesday 16
Eaton Electrical,

February
T

Wednesday 13,
ACE Bakery,

contact Joe Fisher,
JoeRFisher@eaton.com

July

contact Cindy
Grolleman,
cgrolleman®@acebakery.com

August

Workshop Conference

March
T

Wednesday 19,
Nestle Waters,
contact Mariela
Castano
mcastano@perriergroup.com

September
T

Wednesday 24,
Kraft Foods,
contact Hanif Jivraj

hjivraj@Kraft.com

C

Executive Forum
Tuesday & Wednesday
23" & 24"
Contact Richard to

register

rkunst@kunstartofsolutions.com

C

22" Transportation
Thursday 24™

hitp:/ /wwiw.transportconference et Jmission. tmt

April
C

Consortium
Shareshowcase

Saturday 05

Eaton Milton.

Contact Cindy

Grolleman

cgrolleman@acebakery.com
or Joe Fisher

JoeRFisher@eaton.com

October
T

Wednesday 16,

CTS Corp.,

contact Navneet
Mann,
navneet.mann@ctscorg.com

May
T

Wednesday 14,
Alumicor,

contact Barry Wood
barry@Alumicor.com

November
T

Wednesday 12,
Messier-Dowty,
contact Mike Smith
Mike.Smith@Messier-
dowty.on.ca

June
T

Wednesday 18,
Morrison LaMothe,

contact Tony Vita
tvita@morrisonlamthe.com

December

T

Wednesday 10,
Orenda

contact Brenda
Mclntosh

brendamcintosh@orenda.com
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