
Training Within Industry



}One of the most successful and well rounded 
supervisor training programs ever developed

}Used over the past six decades to support the 
kaizen efforts of some of the worldõs most 
efficient companies. 
ƁToyota
ƁSanyo
ƁCarrier
ƁNorthrop Aircraft, etc. 

}A foundation to Lean and the Toyota Production 
System

} Inspires profound and lasting change in culture



To increase productivity





}WWI Training Program Established
ƁNeed for 10x ship production with unskilled labor

}TWI Service Established ð1940 
ƁIntroduced to increase production output to support 
the Allied Forceõs war effort and to train the influx of 
ògreenó workers
ƁNetwork of volunteer industrial professionals on loan 

from their companies
ƁThe Four Horsemen (Dooley, Dietz, Kane, & Conover)

}TWI absorbed into the War Manpower 
Commission in 1943 - Freeze of 27,000,000 
workers

}TWI Ceases US Operation in 1946



}1,750,650 people trained in 16,511 plants 
and unions in every kind and size of war 
industry

}Of the 600 companies monitored:
Ɓ86% increased production by at least 25%

Ɓ100% reduced training time by 25% or more

Ɓ88% reduced labor hours by at least 25%

Ɓ55% reduced scrap by at least 25%

Ɓ100% reduced grievances by more than 25%



C.R. Dooleyõs vision for a post- war TWI:

òWe have learned a great deal in wartime which 
we can and MUST carry over to peacetimeé 
(this) is called òtrainingó.  Now, plants must 
use training if they are going to survive in 

competitive situations and if they are going 
to keep on providing jobs and wages for 

workers.ó 
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1.  Third Conference of American States Members of the International Labor Organization, Mexico City, April 1946, Report III:
Vocational Training , I.L.O. (Montreal, 1946)





}Great Britain, France, Italy, Belgium, Holland, 
Luxembourg, Denmark, Sweden, Norway, and 
Finland ðReconstruction, New Zealand, 
Korea, Indonesia, Mexico, Turkey, Nepal



}TWI Thrives in Japan ðPost WWII
ƁIndustrial output less than 10% pre - war status

ƁLoss of skilled labor force to war

ƁGeneral MacArthur sends TWI experts to help 
rebuild industry in fear of starvation and the 
possibility of the rise of communism

ƁJapan embraces TWI and implants it into what is 
now called TPS



òU.S. government does carry on aspects of the 
TWIõs tradition to assist companies.  The US 
Department of Commerce together with the 

National Institute of Standards and 
Technology operate a network of centers, 
known as the MEP, that work with small to 

medium - sized manufacturers offering 
products and services related to training 

people in, among other things, TWI and Lean 
Production.ó 
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2.  òTraining Within Industry, the Foundation of Lean ó, Donald Dinero , Productivity Press, 2005









The introduction of TWI began the development of 
the fundamental tenants of kaizen , lean 

concepts, and the Toyota Production System.

The òsomethingó that is missing in US 
implementations is the empowerment of workers 

to apply the tools of lean to improve their jobs 
consistently and continuously in a positive work 

environment ðthe skills that TWI teaches.

TWI is the missing link to a successful Lean 
implementation.  
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}Fundamental Skills ðapplicable to everyone in 
all jobs

}Engages Employees
ƁLean Think

ƁDevelop questionable attitude

}Initial Benefits
ƁImproved quality, productivity, safety and cost

ƁDecreased scrap, rework, and turnover

}òBy-productsó
ƁIncreased teamwork, communication, morale



How would your organization advance if
every employee implemented just 10

improvements to his/her job each year?
Think productivity, quality, safety, cost.





The Job Methods program was completed in 
1942 and implemented at Picatinny Arsenal in 

New Jersey.  In just three short years, 
Picatinny logged over $8 million in savings 

through employee suggestions.  

In case you were wondering, in todayõs dollars, 
thatõs nearly $100 million in savings.  Would 
you like $33 million dollars per year in cost 

savings? 





The Five Needs Model

} Knowledge of the Work
ƁThe kind of information that makes one business different from all other 

businesses: materials, services, processes, equipment operations, etc.
ƁThis is supplied by the company

} Knowledge of Responsibilities
ƁThe companyõs situation regarding policies, regulations, rules, 

agreements, schedules, etc.
ƁThis is supplied by the company

} Skill in Instructing
ƁHelping supervisors develop a well - trained workforce
ƁNo matter how much knowledge or skill a person has about the work 

itself, if they do not have skill in instructing, it will not be possible to pass 
that knowledge and skill to others

} Skill in Improving Methods
ƁHelping the supervisors to produce greater quantities of quality products 

in less time, by making the best use of the manpower, machines, and 
material now available

} Skill in Leading
ƁHelping the supervisors to improve their ability to work with people, 
because the results of a supervisorõs work depends on the output of other 
people and without their cooperation, work will not be carried out 
effectively
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A practical plan to help you produce

greater quantities of quality products

in less time by making the best use of

Manpower,

Machines, and

Materials

now available.





Four Step Method

1. Break Down the Job

2. Question Every Detail

3. Develop the New Method

4. Apply the New Method




