


T. W. I. PROGRAM AND POLICY 

T h e  Training Within 1ndust1.y Program was esta t)lislicd in August 1 940 b- the 
National Defense Advisory Comnlission and was contiriued under tlic Office of Production 
h4anagement and then Lhe War Productiorl Board. B y  Presidential order or1 April 18, 
1942, Training Within Industry functions were made part  of tlle War  Manpower Com- 
mission. T .  W. I. operates as part  of the Bureau of Training. 

Management is interest,ed primarily in getting out  increased and irnproved production. 
Supervisiorl and training are sometimes regarded as separate functions, but they are 
actually concurre~lt with management. T. W. I. at tempts to get this viewpoint accepted, 
and T. W. I .  work deals exclusively with what management itself cnn do to train its 
supervisors. 

T .  W .  I .  Advocates 

I t  is recornmended that  all war production plants give balanced and appropriate 
attention to the follouing pllascs of in-plant training: 

1. UPGRADING of all classes of persolme1 as their experienc~ and abilities warrant, 
through planned job progression, job rotation, and i~itensi\-c supplementary in- 
struction both on and off the job. Each plant sl~ould take stock of tbc talent and 
experience of its own personnel before employing ne\v men arid women. 

2.  Derrlopmcnt of PRODUCTION SPECIALISTS t hrougli int cnsivc instruct ion on 
the job in basic operations. 

3. Developrncrit of all-round SKILLED MECHANICS through trade apprentice- 
ship, in accordance with Federal standards, separntc from production worker 
training, for the purpose of developi~lg a predetermined, limited number of all- 
round journe-man mechanics. 

4. 1)erelopn~ent of SUPERJTISORS through careful sclcctioi~, assignment, of suprr- 
~ i s o r y  duties of increasing rcspo~~sibility, and provision for related organized 
help through discussions and confewnces, under both plant and outside aus- 
pices, dealing with methods of insti.uction, methods of developing better ways 
of doing a job, methods of improving working relationships, and knowledge of 
responsibilities. 

T .  W .  I .  Conducts 

The Training Within Industry Service conducts intensive programs for newly ap- 
pointed and experienced supervisors and those responsible for in-plant training. There is 
no ailthority to enter a plant on anF basis other than with rnanagementls cooperation. 
The programs for supervisors require 10 hours of basic training, and for training directors 
40 hours. 

Job Instruction gix~cs the superrisor practice in Ilow to "break in" men on new jobs. 
J o b  Methods helps the supervisor to simplify and improvc methods of doing a job. 
Job Rrlutions gives the supervisor practice in how to prornote teamwork. 
Progrum D~v~ loysr~en t  shows training men how they can develop thcir own in-plant 

programs by giving them intensified coacllirlg in a method of planning, operating. 
and improving plant-wide training programs. 

Organization 

Thc. Training Witllill Industry Service has a field forcc with offices in 24 districts 
througliout the. r'nitcti S ta t  c ~ s  and in Hawaii They a1.r. stnffod by trairlirig and personnc.1 
sprcialists, nlany of whom are loaned by their companies for part-time or full-time mrol-l.;. 
H endquwrtc1.s and field of% w s  hare  aclriscrs from both management and labor. 



MANAGEMENT AND SKILLED SUPERVISION 

The job of getting out war production and of 
optrating essential services is being done by many 

of men and women. The managements of 
war plants, and other industries such as railroads, 
end services s11c11 as hospitals, depend on their 

to get results through these millions of 
people The supervisors are the key persons in the 

production, home-front job. 
Since the management responsibilities of super- 

visor~ are greater than ever before, the impo~tance 
of skillcd supci?%ion increases daily. At the same 
tinle, the difficulties of supervisio11 are mounting- 
unskilled new workers and changing designs. 
Many supervisors themselves are new-they have 
not had time to "grow into their jobs." Under 
these conditions, every step that management can 
take to improve thc skills of superrision yields 
important results. 

T. W. I .  urges munagc~ment to nlakc the spot- 
ting of all its trnirling nwds the responsibility of a 
specific ptmon within the organization, and helps 
him to plan training to meet these needs. 

T h e  Supervisor's Five Needs 

In order to do the job management expects, the 
supervisor needs knowledge of his work and of his 
responsibilities, and must constantly use the skills 
of instruction, of improving methods, and of 
working with people. 

Knowledge o f  His Work 
I n  order to properly direct the people under his 

supervision, the supervisor himself must k n o ~  
what doing the p~rticular kind of work involves, 
what materials and equip~nrnt arc needed, how 
the job is done, what standards must hc met. 
Since jobs differ from plant to plant (and t ~ c n  from 
department to department), only the managemrnt 
knows just what work knowledge is needed by its 
various supervisors. 

Knowledge o f  Responsibilities 
To the people u-110 work under him, the super- 

\ iwr i s  ~ ~ i i i l l : l g ~ l ~ ~ ~ l l t .  U111t)ss he C I P N I . ~ ~  li110\w just 
u hat rnanagemc~nt c~iprc~ts him to pass on to the 
~ o r k e r s ,  what plant policies cont1.01 his artions, 
and where he fits into the organization, he cannot 
be an eft'ective supen-isor. 

Training supervisors in company policies and 
relationships is an important phase of improving 
the quality of supervision-and it is a job which 
each company must carry on for itself, brcause 
individual plants are as diflcrmt as individual 
persons. 

Skill in  Instruct ing 
There are over twenty million workers on im- 

portant jobs which :ire rclntively 11(.\v to them. 
There is no time to be wasted on "comirig up to 
production rate," and scrap and rejects must be 
reduced to a minimum. The supervisor 7 m s t  be 
able to get a person to do a job, quickly, correctly, 
and consci~~ltiously . 

This problem is common to all supervisors iu a11 
plants and can be met through a common approach. 
Through industrial experic'nce a 4-step metllod has 
becn evolved. When the supervisor leaim this 
method and uses it,, he develops skill in instructing. 
T .  W. I .  lwlps management to provide its s11pc.r- 
visors with this skill through the Job Instructiori 
program. Management support is essentiul to 
insllre the ncquir~ng of this skill. 

Skill in  Improzdng Methods 
Thollsands of jobs are hcing done the way they 

are done simply becausc they got started that way. 
Many people never qurstlon the current rnethod- 
just keep on in the old way. Engineers and 
technicians develop big improvements, but cannot 
reach into many operations on single pieces of 
work which are repeated over and over and which, 
bu1hr.d together, make up the reel volume of pro- 
ductive c4or.t. 

The drvelopment of imp~ovements docs ]lot 
rtquire inventive genius-but it docbs require the. 
questioning att I tude of the supervisor who knows 
the intimate details. The skill of impwoving 
m ~ t h o d s  can be lcarned. I t  provides a way for 
tremendous savings through malting more effective 
use of manpowvr, machincs, and materials. 
T .  W. I. helps management to provide its super- 
visors with this skill through t,hc Job hiethods 
program. hlanagement support is essential to 
insure thc acquiring of this skill. 

Skill in  Working w i th  People 
Full productive rffort comes only when the 

sllpervisor bccwnlcs the leatlcr of his p~ople,  when 
htl organizes them into a tcam anti thcy ~ r o r k  well 
together. In thc past, sliperv~sors have dcvelopcd 
a skill i n  lradership tlm~ugli cxpcrioncc. 

In  wartime the situntions w hic~li causc mis- 
understandings and grievances have multiplied, 
and the resi~lts of these delays are more serious 
than eT7er before. Supervisors must quickly learn 
to lead thr~ir people. T.  llT. I. helps mnnagrnlcnt 
to provide its sllpervisors with this skill through 
the Job Kclu t ions program. Alanagemcn t sup- 
port is essential to insure the acquiring of this skill 



How the  T .  W .  I.  Programs Operate 

Training Ti thin Industry experience has proven 
that results come only when daily use is made of 
what has been acquired through basic training. 
Accordingly, T .  W. I .  programs are started in 
plants only when top management, as a result of 
spending the time necessary to understand the 
programs, sponsors the programs, prepares to 
operate them through the production orgnnization, 
and demands results. 

An important step in operating the T .  IT. I .  
programs is informing mlddle management-the 
persons who link top executives with operating 
supervision. They also must understand and 
accept the programs in order that the supervisors 
will appreciate tlie importance of using them. 

In any plant, regardless of size, any job requires 
that some one person be made responsible for 
getting i t  done. Gctting basic training in the 
T .  IF'. I .  programs accomplished and seeing that  
supervisors use what they have learned in order 
that continulig results will be obtained is a real 
job, and T. W. I .  insists that the responsibility 
for this job he definitely assigned. 

When these conditions hare  been met, the 
Training Kithi11 Industry Service makes its 
techniques available to nny eligible establishment 
(the order of assistance being determined by the 
priority of importance to the war effort). T .  W .  I .  
trains a plant representative to put on the Job 
Instruction, Job h/Iethods, and Job Relations 
programs. This preparntion of trainers requires 
one week. T .  W. I .  provides the training outlines 
and simple instruction materials. 

The trainer conducts a program by putting on 
five 2-hour sessions for a group of 10 supervisors. 
These sessions are to be put on daily or on alternate 
days. Since these progrnrns are depended upon 
by plants to do a production job for them, T .  
W. I. urges managements to schedule these ses- 
sions during working hours, a t  plant expense. 

In  all three of tlie programs, the first session is 
devoted to the exposition of a 4-step method for 
supervisors to use. The other four sessions (8 
hours out of the 10) are spent by the supervisors 
in pr:wticing on their own problems. 

If a plant is too small to be able to have a 
trainer from its own staff (in general, this means 
plants with less thnn 50 supervisors to be trained), 
T. TT. I .  n ill arimlgc for an outside trainer who 
can be compensated for his time through state 
vocational funds. 

After the basic training phase of any one of these 
programs is started, T. W. I .  representatives help 
the plant to set up procedures to give sustained 
support to the programs in order that they will be 
used and results obtained continuously. 

Union stcwards are eligible for participation in 
the Job Relations program, either in sessions put 

on by union tra.iners under union sponsorship, or 
as members of plant groups made up of both 
supervisors and stewards. 

The Job Instruction Program 

When a supervisor lms to biwk in a man on 
new job, he JS interested in lla\%g him come up 
to quality and quantity requirements of produc- 
tion as quickly as possible, in avoiding accidents 
which will injure the worker, in avoiding damnge 
to machines and equipment, and in spoiling as 
little work as possible. 

In order to accomplish this, the supervisor 
needs to get ready to instruct. He  must: 

Have a time table- 
how much skill you expect him to have, 

by what datc. 
Break d o w n  the job-- 

list important stcps 
pick out tlie key points. 

Huw every fhing ready- 
the right equipment, materials, and sup- 

plies. 
H a ~ e  the workplace properly arranged- 

just as the worker will be expected to 
keep it. 

These "get,-ready" points provide the basis on 
which the 4-step method of inst 'r~ct~ion is started: 

STEP 1-PREPARE THE WORKER. 
Put  him a t  ease. 
State the job and find out what he already 

knows about it. 
Get him interested in learning job. 
Place in correct position. 

STEP %PRESENT THE OPERATION. 
Tell, show, and illustrate one IMPORTANT 

STEP a t  a time. 
Stress each KEY POINT. 
Instruct clearly, complet cly, and patiently, 

but no more than lie can master. 

STEP 3-TRY OUT PERFORMANCE. 
Have him do the job-correct crrors. 
HRVC him explain each KEY POINT to you 

as 1 1 ~  does the job again. 
Make sure lie understands. 
Continue until YOU laon- HE knows. 

STEP 4-FOLLOW UP. 
Put  him on his own. Designate to whom he 

goes for help. 
Check frequently . E n r o ~ u  age questions. 
Taper off extra coaching and c,lose follow-up. 



Throughout the 10 hours, the trainers st,re,ss: 
r f  the worker hasn't learned, Ih.e instructor hasn't 
Gught. 

When supervisors use the Job Instruction steps, 
bleak-in time is reduced, accidents decrease, and 
scrap loss falls. 

~ ~ ~ i c a l  Results o f  Use of  Job Instruction. 
steel con~pany.-"In the past it has taken 6 

to break in a man or woman in handling 
a traveling overliead crane. After J .  I .  training 
of instructors in how to break in people on a crane 
,peration by following a breakdown sheet of the 
job, it now takes 6% days. This includes the 
proper operator maintenance of the crane." 

Electric manufncturing company.-"One mor@h 
after thc J .  I .  program was started, reject tickets 
F~erc reduced about 50% in two departments with 
2,jC)O workers." 

Shipyard.-"A crew, originally of 85 men, now 
of 70 (49 of them women), is turning out 10% 
more work than the original and larger crew did. 
Bptter method of training through J. I., efl'ected 
this result." 

Brass company .-"On one operation where 9,600 
pieccs werc run per 8 hours, thcre was an average 
of l,77O pieces of scrap. A J .  I. key point reduced 
the scrap to 25 pieces, and further application of 
J. I. reduced this to 5 pieces in 20,000." 

The Job Methods Program 

Materials are growing scarcer, machinery is 
difficult to replace, and manpowr is critical. 
Bett,er ways to use available materials, machines, 
and manpower are developed when supe~visors 
use the Job Methods technique: 

STEP 1-BREAK DOWN THE JOB. 
1. List all details of the job exactly as done 

by t'he present method. 
2. Be sure det,ails include nll- 

hlaterial llandling. 
Machine work. 
Hand work. 

STEP 2-QUESTION EVERY DETAIL. 
1. Use these types of questions: 

WHY is i t  nccessn~.y? 
WHAT is its purpose? 
WHERE should it be done? 
WHEN should it be done? 
WHO is best qualified t,o do it? 
HOW is the "best way" to do it? 

2. Also question the: 
hlaterials, machines, equipment, tools, 

product design, lay-out, work-place, 
safety, housekeeping. 

STEP 3-DEVELOP THE NEW METHOD. 

1. ELIMINATE unnecessary details. 
2. COMBINE details when practical. 
3. REARRANGE for better sequence. 
4. SIMPLIFY all necessary details: 

To make the work easicr and safer. 
Pre-position ilia tcrials, tools and 

equipment a t  the best places il l  

the proper work arcn. 
Use gravity-fwd hoppers and d r o -  

delivery chutes. 
Let both hands do useful work. 
Use jigs and fixtures instead of 

hands, for holding work. 
5. Work out your idea with others. 
6. Write up your proposed new  neth hod. 

STEP 4-APPLY THE NEW METHOD. 

1. Sell your proposal to your "boss." 
2. Sell the new mc~thod to thc operators. 
3. Get final approval of all concerned on 

safety, quality, quantity, cost. 
4. Put  the new method t,o work. Use it 

until a better way is dereloped. 
5. Give credit where credit is due. 

American industry today is the result of im- 
provements. Many of these improvements have 
been made by specialists, or else by someone who 
had one "flash" idea that worked. This Job 
Methods technique stinlulates every supervisor to 
look critically a t  all the jobs hr directs-not just 
once, but repeatedly, as a part of his supervisory 
job. 

Typical Results o f  Use o f  Job Methods. 

Aircrajt plant.-"An average of 12 hours per 
plane was being lost in the installation and adjust- 
ment of the door-locking mechanism. Workers 
designcd a new lock, accepted by engineering and 
manngement, with the result that perfect instal- 
lation and adjlistrnent can br madc in about 
20 minutes." 

Ctmen t Compa7r y. - "An improved method fol 
feetling cemcnt snrks into n clcatlcr saved 35 rnilc~. 
of walking per day, 70 girl crnployees afl'ectcd." 

Wurehouse.-"In the operation of wrapping 
100-pound to 600-pound rolls of duck, a J. M. im- 
provement resulted in a saving of 48% in man- 
hours, a reduction in the department affected from 
1,008 hours to 528 hours per 48-hour weck, and 
eliminated one fork lift and truck. This improve- 
rnent also eliinillatrd skin infections from handling, 
and results 111 savings a t  the armual rate of 
$300,000 in labor and material." 



cnn company.-"(l) By a new method for 
testing cans, the girl now doing the job can handle 
3 more marllines and still have 2 hours left out of 
8. (2) In making solder, during busy times one 
inan had to lift twice (once up 4 feet on to a truck 
and again off the truck into a smelter) a total of 
8,000 pounds, or 4 tons, of material per day. By 
a new method, all this lifting is eliminated. ( 3 )  A 
ncw method of handling and cutting dunnage 
lumber results in a 2.5% saving in cost and elimi- 
nates 6 trips of 000 feet each way per carload of 
cans." 

The Job Relations Program 

The supervisor can avoid many problems in his 
department if he builds a foundation of good rela- 
tions. T. W. I .  stresses these fund:ln~cntals: 

Let each worker know how he is getting along 
Figure out what you expect of him. 
Point out ways to improve. 

Give credit when due. 
Look for extra or unusual performonce. 
Trll him wliile "it's hot." 

Tell people in  advance about changcs that will 
aflect them. 

Tell them WHY if possible. 
Get them to accept the change. 

Make best use of each person's ability. 
Look for ability not now being used. 
Never stand in a man's map. 

Peopl~  Must Be Treated As Indiciduals. 

Applying these foundations is not, however, 
enough. Because problems do arise, the super- 
visor must be able to liandle them before they 
seriously affect production or grow to larger pro- 
portions. The problem-solving technique is: 

DETERMINE OBJECTIVE 

STEP 1-GET THE FACTS. 
Review the record. 
Find out what rules and plant customs apply. 
Talk wit11 individuals coricerncd. 
Get opinioris arid feelings. 

Bc swrc yov h o ~  t h ~  u401( .sto~y. 

STEP 2-WEIGH AND DECIDE. 

Fit the facts together. 
Consider their bearing on each other. 
What possible actions are there? 
Check practices and policies. 
Consider objective and dl'ect on individual, 

group, and production. 
Don't jum y at conclusions. 

STEP 3-TAKE ACTION. 
Are you going to handle this yourself? 
Do you need help in handling? 
Should you refer this to your supervisor? 
Watch the timing of your action. 

Don't pass the buck. 

STEP 4-CHECK RESULTS. 
How soon will you follow up? 
How often will you need to check? 
Watch for changes in output, attitudes, and 

relationships. 
Did your (~ction help production? 

Typical Results o f  Use o f  Job Relations. 
Coal mine.-"As N direct result of Job Relations, 

tlic output of coal has increased 120 cars per week 
(480 tons of coal)." 

Steel company.-"Coniplaint cases to mamge- 
merit have dropped 54% since J .  R .  was started. 
Grievance committee meets now on an average of 
three times a month; formerly it was a t  least three 
times per weel<." 

Radio plant.-"Since the Job Rt\latiorls program 
has been in eficct, about 6 weeks, employee corn- 
plaints or grievances have becn reduced Y7Y0, or 
from 30 pcr month to 1 pcr month." 

Food plant.-"Most of the probleins that used 
to come to management are now liandled by tlw 
foremen tlicmselves. Forcmen have increased con- 
fidcnce. The foremen arc noticeably careful in 
making a decision to be sure they are within the 
practices and polivies of thc company so that they 
will be supported hg their superiors." 

Meeting the Plant's Overall Training 
Needs 

Thc majority of T .  W. I. time is spent in the 
field of supervision but, as stated, T. W. I. pro- 
grams arc not stfirted in a,plant until management 
has indicated its definite intent to stress their us(. 
by giving the responsibility for training dircv%ion 
or coordination to a spccdic person. 

T. W. I. provides to management assistance foi 
this training marl througli 4-day Program Develop- 
ment institutes in wllich the inan learns and uses a 
4-step method of mwting production problems 
through training. 

STEP 1- SPOT A PRODUCTION PROBLEM. 
Gct supervisors and workers to tell about 

their current problems. 
Uncover problems by reviewing records-11cr- 

formance, cost, turnover, rejects, accidents. 
Anticipate probleins resulting from changes - 

organization, production, or policies. 
Analyze this evidence. 
Identify ti.ainiug needed. 

Tackle One Specific Necd a t  a Time. 



STEP 2-DEVELOP A SPECIFIC PLAN. 
\Jrllo will he trained? 
IThnt content? \Tho can help determine? 
I-Iow can it he donc best? 
Who sl1ould do the training? 
Whcn should i t  be done-- how long will i t  

take? 
\Vllel.c should it be done? 

I17cli(.lt jor relation ?{this pla,rz to other cur- 
rent training plans and progrcrms. 

STEP 3-GET PLAN INTO ACTION. 
Stress to nmnngc~rient evidence of nc.ed- usc 

f t~c t s  anti figures. 
Present the expected results. 
Discuss plan - content and mr>tl~ods. 
Subrnit timetable for plan. 
Train those who do the training. 
Secure understanding and acceptance by 

those aff ccted. 
Fix rcsponsibility for contirll~irlg use. 

BE szire r n m a g ~ r n ~ n t  particiyafes. 

Step 4--Check Results. 
Row cn11 results be checked? Against what 

evidence'? 
Wllnt results will bc loolieti for? 
I s  rnanagcment being informed how? 
I s  the plan being followed? 
How is i t  being kept in use? 
.4re m y  changes necessary? 

I s  the P lan  Helping Production? 
The Institute is scheduled as two consecutivp 

days during which the members practice the 
mrthod, using material drawn from many indus- 
tries. Then they return, after one week, for wol.k 
011 their own plans wll i c l~  they h i  r e  meanwhile 
dc~~cloped. Througllout, T .  W. I. strcsses that: 

T l x  Line organization has the respor~sibil i t~ for 
making continuing use of the knowledge and skills 
acquired through training as a regular part of tlw 
operating job. 

The Staff provides plans and teclmical " k n o ~  
llow," and docs some things FOR but usually 
works THROUGH the line organization. 

WAR MANPOWER COMMISSION 

Bureau of Training 

TRAINING WITHIN INDUSTRY SERVICE 

C. R .  DOOLET. Birectw JTALTER DIETZ, As~oci(ztc Dir~cfo7 

hl.  d. I ~ A N E  nnd W~LLIAM CONOVER, Assistant Uirtctors 

For service 01. further information, call the nearest 
War Manpower Corrimission representative, or: 



THE T W I  JOB THE COMPANY JOB 

GET TOP MANAGEMENT 
TO ACCEPT THE 
RESPONSIBILITY 

BACK THEIR PROGRAM 
THROUGH THE 

HELP TRAINING 
DIRECTOR PLAN AND 

OPERATE AN ADEQUATE 
PROGRAM 

I N  THREE SKILLS 
INSTRUCTING 

IMPROVING METHODS 
LEADING 

SEE THAT A L L  WORKEXS PRODUCE 

QUICKLY, CORRECTLY. CONSCIENTIOUSLY \ 
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