




11-Job Instruction 

The Training Within Industry program of Job Instruc- 
tion was developed in order to provide management with a 
tool whereby supervisors could acquire skill in instructing. 

The material in the "Job Instruction Sessions Out- 
lines" covers the content as handled in five 2-hour meetings 
for a group of ten supervisors. 
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WAR MANPOWER COMMISSION 

WASHINGTON, D. C. 

May 1944 

To t h e  War P roduc t ion  T r a i n e r :  

You have an o p p o r t u n i t y  t o  r e n d e r  a  s e r v i c e  of c o n s t r u c t i v e  and f a r -  

r e a c h i n g  s i g n i f i c a n c e  through t h i s  J o b  I n s t r u c t i o n  P l a n .  

You a l s o  a c c e p t  a major  r e s p o n s i b i l i t y  when you assume l e a d e r s h i p  i n  

t h i s  p l a n .  To a l a r g e  number of  i n d u s t r i a l  men, YOUR p r e s e n t a t i o n  of i t  may 

r e p r e s e n t  a l l  they  know, f i r s t  hand,  of  t h e  whole war t r a i n i n g  e f f o r t  and 

i ts  v i t a l  r o l e  i n  war p r o d u c t i o n .  

You shou ld  s t r i v e  wi th  a l l  t h e  energy  and d i l i g e n c e  you p o s s e s s  t o  l e a d  

each  group i n J o b  Instructionintheverybestwaypossible-and to do  a st i l l  

b e t t e r  j o b  w i t h  each  succeed ing  group.  

To a s s u r e  a  uni form h igh  s t a n d a r d  on a Nation-wide b a s i s ,  you s h o u l d  

work from t h i s  o u t l i n e  ALWAYS. Don't  d e v i a t e  from i t .  Don't t r u s t  t o  your  

memory, r e g a r d l e s s  o f  t h e  number of t imes  you may p r e s e n t  t h e  p l a n .  It is 

n o t  d i f f i c u l t  and i f  you fo l low i n s t r u c t i o n s  you c a n ' t  f a i l - fu r the rmore ,  

you w i l l  f i n d  i t  a n  i n t e r e s t i n g  j o b .  

Once a g a i n ,  l e a d e r s h i p  i n  J o b  I n s t r u c t i o n  p r e s e n t s  a n  o p p o r t u n i t y  and 

a n  o b l i g a t i o n .  

S i n c e r e l y ,  

C .  R .  Dooley, D i r e c t o r ,  

T r a i n i n g  Within I n d u s t r y  S e r v i c e .  



Preview of the Standard 10-hour Job Instruction Plan for 
War Production 

FIRST SESSION-2 h o u r s .  - 

I n t r o d u c t i o n .  
Impor t ance  o f  t r a i n i n g  t o  p r o d u c t i o n .  
I n s t r u c t i n g  a b i l i t y  as  a p e r s o n a l  a s s e t .  
Demons t r a t i on  of  f a u l t y  i n s t r u c t i o n .  
Demons t r a t i on  of  c o r r e c t  i n s t r u c t i o n .  
'The FOUR BASIC STEPS. 
D i s t r i b u t i o n  o f  "How t o  I n s t r u c t "  c a r d s .  
( S e l e c t i o n  o f  2  v o l u n t e e r s  f o r  t h e  n e x t  s e s s i o n . )  

SECOND SESSION-2 h o u r s .  

Two v o l u n t e e r  " i n s t r u c t i n g "  demonst r a t i o n s ,  t o  b r i n g  o u t  t h e  NEED f o r  
t h e  f o u r  t h i n g s  a n  i n s t r u c t o r  must do  t o  " g e t  r e a d y . "  

P r a c t i c e  i n  making j o b  breakdowns o f :  
( a )  The f i r e  u n d e r w r i t e r s '  k n o t .  
( b )  The two j o b s  p r e s e n t e d  d u r i n g  t h e  f i r s t  h o u r .  

Summary: The f o u r  t h i n g s  a n  i n s t r u c t o r  d o e s  t o  " g e t  r e a d y . "  

THIRD SESSION--2 h o u r s .  - --- 

D r i l l  on t r a i n i n g  t i m e  t a b l e s .  
T h r e e  p r a c t i c e  i n s t r u c t i o n  d e m o n s t r a t i o n s  w i t h  c o a c h i n g  on J o b  Break- 

downs. 

FOURTH SESSION-2 h o u r s .  

Fou r  p r a c t i c e  i n s t r u c t i o n  demonst r a t i o n s  w i t h  c o a c h i n g  on J o b  Break- 
downs. 

FIFTH SESSION--2 h o u r s .  

T h r e e  p r a c t i c e  i n s t r u c t i o n  d e m o n s t r a t i o n s .  
C o n c l u s i o n  and  Summary. 

( a )  Q u e s t i o n s .  
( b )  I !nportance o f  gcod J o b  I n s t r u c t i o n  t o  p r o d u c t i o n .  
( c )  N e c e s s i t y  o f  u s i n g  t h e  J o b  I n s t r u c t i o n  P l a n .  

ADHERE STRICTLY TO THIS PLAN-DO NOT DEPART FROM I T  OR CHANGE I T  

(2) 



Sessions 
Session I 

BEFORE t h e  S e s s i o n  s tar ts  : 

Be t h e r e  1 5  minutes  ahead  o f  t i m e .  Be s u r e  you have s u f f i c i e n t  5" x  8 I i  

c a r d s  f o r  names, s e v e r a l  p i e c e s  o f  e l e c t r i c  l i g h t  w i r e ,  a s u p p l y  of 

problem s h e e t s ,  and s u f f i c i e n t  "How t o  I n s t r u c t "  c a r d s .  Arrange t h e  

c h a i r s  a round  t h e  t a b l e  i f  t h e r e  is  one .  I f  n o t ,  a r r a n g e  them i n  a 

U shape .  Don' t l e t  you r  members' f i r s t  impres s ion  be  one o f  a " c l a s s -  

room." Remember, i n  s t a r t i n g  t h i s  j o b  i t  is y o u r  r e s p o n s i b i l i t y :  

- " t o  have t h e  r i g h t  t o o l s ,  equipment ,  and m a t e r i a l s r 1  

- " t o  have t h e  work p l a c e  p r o p e r l y  a r r a n g e d . "  

Time 
Table  

(Allow 
25 min. ) 

( o v e r )  

I .  OPENING t h e  S e s s i o n .  Re fe rences  

1. E s t a b l i s h  i n f o r m a l  a tmosphere  and  p u t  group Pages 
AT EASE. -- 45-46 

2 .  NAMES.-Identify y o u r s e l f  and  g e t  members' 
names and  company o r  companies .  Exp la in  
y o u r o v r n i n d u s t r i a l c o n n e c t i o n s .  Use f o l d e d  
c a r d s  f o r  d i s p l a y i n g  names where app rop r i -  
a t e .  

3.  DISCUSS THE SUPERVISOR'S FIVE NEEDS 

I n  t h e s e  mee t ings  we a r e  go ing  t o  u s e  t h e  
te rm " s u p e r v i s o r "  a g r e a t  d e a l .  Some o f  
you are s u p e r v i s o r s ,  some o f  you pe rhaps  
a r e  i n s t r u c t o r s .  When you i . n s t  r u c t  . you 
a r e  p e r f o r n i n g  a s u p e r v i s o r y  f u n c t i o n .  

"For  t h e  pu rpose  o f  o u r  d i s c u s s i o n s  when 
we r e f e r  t o  t h e  s u p e r v i s o r  we mean any- 
body i n  c h a r g e  o f  p e o p l e ,  o r  who d i r e c t s  
t h e  work of  o t h e r s . "  -- 

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 

(3) 



4 Job Instruction Plan for War Production 

Time - 
Table  

Good s u p e r v i s o r s  have a lways  r e a l i z e d  
Re fe rences  

t h a t  t h e y  have  f i v e  n e e d s .  

L e t ' s  t a k e  a  l o o k  a t  t h e s e  n e e d s .  They 
a r e  : 

"1 .  knowledge o f  t h e  work 
"2.  knowledge o f  r e s p o n s i b i l i t i e s  
"3.  ski-11 i n  improving methods 
"4. s k i l l  i n  l e a d i n g  
"5 .  s k i l l  i n  i n s t r u c t i n g "  

NOTE: Count the five needs o n  your 
fingers ns  you enumerate. 

"1.  Knowledge o f  t h e  work r e f e r s  t o  t h e  
k i n d  o f  i n f o r m a t i o n  which makes your  
b u s i n e s s  d i f f e r e n t  from a l l  o t h e r  
b u s i n e s s e s :  

material t o o l s  o p e r a t i o n s  
machines  p r o c e s s e s  t e c h n i c a l  s k i l l  

Some p e o p l e  have s p e n t  t h e i r  l i f e -  
t i m e s  i n  t h e i r  work and  are s t i l l  
a c q u i r i n g  knowledge of  t h e i r  work. 
I f  t h e y  move t o  a n o t h e r  i n d u s t r y ,  a 
new knowledge of  work h a s  t o  b e  
l e a r n e d .  

We are n o t  g o i n g  t o  a t t e m p t  t o  meet 
t h i s  need  i n  t h e s e  s e s s i o n s .  

"2 .  Know1edp.e of r e s p o n s i b i l i t i e s  r e f e r s  
t o  t h e  p a r t i c u l a r  company s i t u a t i o n  
r e g a r d i n g  : 

p o l i c i e s  s a f e t y  i n t e r d e p a r t -  
ag reemen t s  r u l e s  men ta l  re- 
r e g u l a t i o n s  s c h e d u l e s  l a t i o n s h i p s  

These  a r e  d i f f e r e n t  i n  e v e r y  company 
o r  p l a n t .  Hence t h i s  knowledge o f  
r e s p o n s i b i l i t i e s  must b e  s u p p l i e d  
l o c a l l y .  

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 



Sessions Outline 5 

Time - 
Table  - 

Every s u p e r v i s o r  t o  do  h i s  j o b  must 
have a  c l e a r  u n d e r s t a n d i n g  o f  h i s  

R e f e r e n c e s  

a u t h o r i t y  and r e s p o n s i b i l i t i e s  a s  a  
p a r t  o f  management. 

These l o c a l  r e s p o n s i b i l i t i e s  are t h e  
'ground r u l e s '  unde r  which e v e r y  
s u p e r v i s o r  h a s  t o  work-but w e  are 
n o t  go ing  t o  a t t e m p t  t o  meet t h i s  
need i n  t h e s e  s e s s i o n s .  

S k i l l  i n  improving  methods d e a l s  w i t h  
u t i l i z i n g  m a t e r i a l s ,  machines ,  a n d  
manpower more e f f e c t i v e l y  by h a v i n g  
s u p e r v i s o r s  s t u d y  each  o p e r a t i o n  i n  
o r d e r  t o  combine, r e a r r a n g e ,  and  s i m -  
p l i f y  d e t a i l s  o f  t h e  j o b .  

T h i s s k i l l  i s p r a c t i c e d i n J o b M e t h o d s  
s e s s i o n s .  

S k i l l  i n  l e a d i n g h e l p  s t h e  s u p e r v i s o r  
t o  improve h i s  a b i l i t y  i n  work ing  
w i t h  p e o p l e .  

There  a r e  b a s i c  p r i n c i p l e s t h a t ,  when 
a p p l i e d  day  i n  and  day o u t ,  w i l l  t e n d  
t o  keep r e l a t i o n s  smooth and  p r e v e n t  
probiems from a r i s i n g .  

S k i l l  in instructing is conce rned  
w i t h  h e l p i n g  s u p e r v i s o r s  deve lop  a 
w e l l  t r a i n e d  work f o r c e :  

have l e s s  s c r a p ,  rework, and  re- 
j e c t s  

have fewer a c c i d e n t s  
have l e s s  t o o l  and  equipment dam- 

age  

T h i s  s k i l l .  is p r a c t i c e d  i n  J o b  In- 
s t r u c t i o n  s e s s i o n s . "  

( o v e r )  WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 



6 Job Cnstrwtion Plan for War Production 

Time STRESS THE FACT THAT SKILLS ARE ACQUIRED BY PRACTICE References 
Tab 1 e  

The s u p e r v i s o r  i s  n o t  bo rn  w i t h  t h e s e  
s k i l l s  b u t  h e  must  a c q u i r e  them by a c t u a l  
p r a c t i c e  i n d i v i d u a l l y .  

I n  t h e s e  f i v e  2-hour s e s s i o n s ,  we w i l l  
d i s c u s s  t h e  s k i l l  i n  i n s t r u c t i n g  which 
we s h a l l  c a l l  J o b  I n s t r u c t i o n .  

Thosewho s u c c e s s f u l l y  comple te  t h i s  pro- 
gram w i l l  r e c e i v e  a  c e r t i f i c a t e  o f  recog- 
n i t i o n  from t h e  War Manpower Commission. 

4 .  WHAT THIS I S  ALL a b o u t :  

- "I am not h e r e  t o  t e l l  you how t o  run your  
j o b s ;  I d o n ' t  n e c e s s a r i l y  know a n y t h i n g  
a b o u t  your  t e c h n i c a l  j obs  . ' I  

- "1 am h e r e  t o  d i s c u s s  one problem common 
t o  a l l - J O B  INSTRUCTION. " 

- "I w a s  on y o u r  s i d e  o f  t h e  t a b l e  a  few 
weeks ago-was s o l d  and  am now e n t h u s i -  
as t ic -have  a p p l i e d  p l a n  t o  my job-con- 
s i d e r  i t  REAL PRIVILEGE t o  have p a r t  i n  
p a s s i n g  t h e  p l a n  on t o  o t h e r s . "  

- T h i s  is a  WAR o f  PRODUCTION. The armed . 
f o r c e s  must have  f i g h t i n g  equipment-in 
o v e r w h e l m i n g q u a n t i t i e s t o a c h i e v e v i c t o r y  
i n  t h e  a i r ,  on t h e  l a n d  and  on t h e  s e a .  

5. There  are t h r e e  maj o r  g roups  t o  be t r a i n e d :  
M i l l i o n s  o f  PRESENT EMPLOYEES must l e a r n  
new o r  h i g h e r  s k i l l s  EVERY DAY, as a  r e s u l t  
o f :  

Page 
47 

- E n g i n e e r i n g  changes .  

- New machines .  

- New t y p e s  o f  j o b s .  

- New and h i g h e r  i n s p e c t i o n  s t a n d a r d s .  

WORK FROM THIS OUTLINE-DON'T TRUST TO'MEMORY 



Sessions Qutline 7 

Time - 
Table  - 

S 
25 min. 
t o  h e r e  

(Allow 
20 min. ) 

- Promotions.  
Re fe rences  

- T r a n s f e r s  

- A l l  k i n d s  of  new p r o d u c t i o n  r equ i r emen t s .  

- SEVERAL MILLION p r e s e n t  employees were 
t aken  on d u r i n g  t h e  p a s t  y e a r .  Are t h e g  
a l l  working to s t a n d a r d ?  

Hundreds of thousands  of NEW EMPLOYEES must 
be t r a i n e d .  

An unknown number of DISPLACED EMPLOYEES 
i n  non-es seg t i a l  i n d u s t r i e s  must be t r a n s -  
f e r r e d  t o  a c t i v e  war p r o d u c t i o n ;  

- must be t r a i n e d  t o  do ,  i n  many c a s e s ,  
t o t a l l y  d i f f e r e n t  k i n d s  of work. 

6 .  WHY TRAINING I S  VITAL t o  e v e r y  s u p e r v i s o r ,  Pages 
eve ry  expe r i enced  employee. 47-48 

- Do you have p e o p l e  from t h e s e  groups i n  
your  depar tment?  

- "Are they  c a u s i n g  you any problems?" 

- D i s t r i b u t e  PROBLEM SHEETS; e x p l a i n  t h e s e  Page 
a r e  problems v o l u n t e e r e d  by men l i k e  them- .- 49 
s e l v e s  i n  s e v e r a l  hundred war i n d u s t r i e s .  

- Review s h e e t s  w i t h  two main q u e s t i o n s :  

(1) Does t h i s  g r o u p h a v e  s i m i l a r p r o b l e m s ?  

( 2 )  "Could t h e s e  problems be s o l v e d  o r  
he lped  i f  t h e  work f o r c e  were b e t t e r  
t r a i n e d ? "  

- Br ing  ou t  CLEARLY t h a t  a b o u t  80 p e r c e n t  
of problems of t h i s  k i n d  can  be s o l v e d  o r  
he lped  i f  he h a s  a b e t t e r  t r a i n e d  work 
f o r c e .  More and more of  t h e  "exper ienced  
employee's" j ob is t r a i n i n g .  

( o v e r )  WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 



8 Job Instruction Plan for War  Production 

Time 
Table 

45 min. 
to here 

(Allow 
10 min. ) 

- Competence as a GOOD TRAINING MAN is one 
of the MOST IMPORTANT qualities of a 
supervisor . Everyone can PERSONALLY gain 
much from this program. 

7. WHAT IS THIS PROGRAM? 

- TRAINING is a broad field, composed of 
many phases. 

- ONE PHASE only is to be discussed at these 
sessions, namely: 

Job Instruction 
or 

How to get A man to do A job 
correctly I Place o n  
quickly blackboard 
conscientiously 

- Getting EACH man to do EACH job correctly, 
multiplied by all the men in the depart- 
ment, represents much of the ANSWER to 
WAR PRODUCTION. 

11. DEMONSTRATE FAULTY INSTRUCTION 

NOTE: U s e  THREE dliflere,lt members;  1 for tel l ing,  
1 jor d r o ~ r i r ~ g ,  1 for correct i7lstructio7z. 

1. Intrcduction to "faulty instruction." 

- "How do we get A man-NEW or EXPE- 
RIENCED to do A job?" 

- Make statements: 

- "TELLING a man how to do a job may 
he an excellent means of instruction 
when used PROPERLY. But it has lim- 
itations-and much scrap and grief can 
result from this method when used 
alone. 'I 

- "TO point out the limitations of TELL- 
ING, a simple illustrative job will 
be used. This job is from the electri- 
cal trade-the FIRE UNDERWRITERS' KNOT." 

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 

References 

Pages 
50-52 



Sessions Outline 9 

- "This  j o b  is only  an  EXAMPLE. You 
shou ld  observe  i t  i n  t e rms  of YOUR Refe rences  

JOBS i n  YOUR depa r tmen t s .  l1 

Time - 
Tab le  

I 

( 

- Expla in  you a r e  " t a k i n g  a p a r t "  t h e  p r o c e s s  
of  i n s t r u c t i o n  and examining each  p a r t  
s e p a r a t e l y .  

o v e r )  

- S e l e c t  a  member n e a r  you: Do n o t  a sk  
him t o  s t a n d .  Turn t o  him. Address  him 
p e r s o n a l l y  . 

- "Do you know how t o  t i e  t h e  knot?"  ( I f  
he knows, t u r n  t o  a n o t h e r . )  

- "Let  me TELL you how t o  t i e  a f i r e  under- 
w r i t e r s '  k n o t .  L i s t e n  c l o s e l y .  " 

Note  to T m i n e r :  P u t  your HANDS IN YOUR 
P O C K E T S :  Have wire in table drawer or your 
pocket. Don ' t  have wire in sight. 

2 .  TELL t h e  member how t o  t i e  t h e  f i r e  under- Pages 
w r i t e r s '  k n o t ,  s lowly ,  a c c u r a t e l y ,  and I N  50-51 
DETAIL. 

-Then hand t h e  member t h e  cord  and a sk  
him t o  t i e  i t .  

-Af ter  he  t r i e s  t o  t i e  i t ,  t w i s t  l o o s e  
ends  back t o g e t h e r  and LAY WIRE ON THE 
TABLE. Don't ho ld  i t  o r  f u s s  wi th  i t !  

3 .  P o i n t  Out: 

- F a i l u r e  was NOT t h e  member's f a u l t  

-TELLING, a l o n e ,  is NOT GOOD INSTRUCTION 

-Most peop le  j u s t  d o n ' t  "ge t  i t "  through 
" t e l l i n g .  'I 

-Many o p e r a t i o n s  a r e  d i f f i c u l t  t o  de- 
s c r i b e  i n  words. 

-Few of  u s  can use  t h e  e x a c t  words neces- 
s a r y ,  anyhow. 

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 



- Things  seem " ~ o m p l i c a t e d ~ ~  when l i s t e n -  
References  

i n g  t o  words.  - 
Time -- 
Tab1 e  

4, 

55 min. 
t o  h e r e  

(Allow 

- I t ' s  h a r d  t o  " t e l l "  t h e  r i g h t  amount 
and know whether  i t  is "going o v e r .  l 1  

10 

I 

-And many o t h e r  r e a s o n s  known by most 
o f  u s  when we s t o p  t o  t h i n k  of  i t .  

min . )  

-MUCH OF THE INSTRUCTION I N  THE SHOP I S  
TELLING-THOUSANDS OF WORKERS ARE BEING 
TOLD AT THIS VERY MOMENT. HOW MANY OF 
THEM REALLY UNDERSTAND? 

-"This k i n d  of i n s t r u c t i o n  is t h e  r e a l  
cause  of  some of  t h e  problems on t h e  
problem s h e e t .  ' I  

-Emphasize t h a t  I F  THE WORKER HASN'T 
LEARNED, THE INSTRUCTOR HASN'T TAUGHT. 

4.  SHOWING i s  a n o t h e r  common means o f  i n s t r u c -  
t i o n  i n  t h e  shop.  

- I t  a l s o  is an  e x c e l l e n t  method when used 
p r o p e r l y .  But  i t  a l s o  h a s  l i m i t a t i o n s -  
and s e r i o u s  ones .  

-Exp la in  a g a i n  t h a t  you a r e  " t a k i n g  a p a r t  
t h e  p r o c e s s  of  i n s t r u c t i o n  and  examining 
each p a r t  s e p a r a t e l y .  I '  

-Turn t o  a n o t h e r  member n e a r  you. Do no t  
a s k h i m  t o  s t a n d .  Addresshim p e r s o n a l l y .  

-"Do you know how t o  t i e  t h e  kno t?"  ( I f  
he  knows, t u r n  t o  a n o t h e r .  ) 

-"Again t h i s  sample j o b  is on ly  an  EXAMPLE. 

-"Think of i t  i n  terms of  YOUR OWN JOB i n  
YOUR OWN DEPARTMENT." 

5 .  SHOW member how t o  t i e  t h e  k n o t ,  by doing  i t  
once i n  f r o n t  of him. 

ATOTE: BE SITRE he sees i t  13ACIl'TTrARDS. 
DON' T EXPLL4IN--REMAIF il BSOL UTE- 
LY SILEN 7'. 

-Then hand t h e  cord  t o  t h e  member and a s k  
him t o  t i e  i t .  

WORK FROM THIS OUTLINEDON'T TRUST TO MEMORY 

Pages 
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Time - 
Table - 

(over) 

NOTE: If he ties i t ,  but baclmards,  th is  i s  just References 
a s  useful  a s  though he failed to tie i t .  I f  by  chance 
he tics i t  correctly, compl iment  h i m ,  and t u r n  to 
anotl'ccr. membcr .  

After member completes trial, untie knot, 
twist loose ends back together and LAY 
WIRE ON THE TABLE. Don't hold it or fuss 
with it. 

6. Point Out: 

- Failure was not the member's fault. 

- SHOWING, alone, is NOT GOOD INSTRUCTION. 

- He saw the knot tied backwards. 

- Even when seeing a job from the proper 
angle, most people don't "get it." 

- Most of us just "copy motions"; this 
doesn't mean we understand. 

- Many motions are hard to copy. 

- "Tricky points" are missed. 

- We don't know what to look for. 
- We can't translate what we see into 
what we should a. 

- COUNTLESS THOUSANDS OF EMPLOYEES ARE 
BEING SHOWN HOW TO DO THEIR JOBS AT 
THIS VERY MOMENT. HOW MANY OF THEM 
UNDERSTAND? 

- "This kind of instruction is the real cause 
of some of the problems we saw on the 
problem sheet. " 

- Emphasize that IF THE WORKER HASN'T 
LEARNED, THE INSTRUCTOR HASN ' T TAUGHT. 

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time 
Tab le  

7 .  P o i n t  o u t :  
Re fe rences  

- Men can l e a r n  t h e i r  j o b s  w i t h  enough 
" t e l l i n g  and showing, " but: 

I 
I 

- These a r e  n o t  SURE afidDEPENDABLE methods.  

- There  is a  SURE and DEPENDABLE method t h a t  
works EVERY TIME, i f  i t  is  b u t  a p p l i e d .  

- T h i s  method r e p r e s e n t s  t h e  outgrowth  of 
2 5 y e a r s  o f  t e s t  i n  t h e s h o p s o f t h e  c o u n t r y .  

I 
4 ,  - I t  was fo rmula t ed  by p r a c t i c a l  i n d u s t r i a l  

1 h r .  men. 

5  min. 

t o  h e r e  - It is b e i n g  made a v a i l a b l e  t o  a l l  war 
i n d u s t r i e s .  

(Allow 111. DEMONSTRATE CORRECT INSTRUCTION. 
1 5  min. ) 

Announce : 

1 .  "We a r e  now go ing  t o  ' t a k e  a  l ook  a t T  t h e  
c o r r e c t  ' s u r e - f i r e '  method."  

I Exp la in  s e t t i n g  

"I w i l l  be  a ' l e a d  man' i n  a n  e l e c t r i c a l  
shop .  T h i s  man h a s  been i n  t h e  l a b o r  gang 
f o r  s e v e r a l  months.  He h a s  been  t r a n s f e r r e d  
t o  my group.  I ' m  go ing  t o  make an  a s semble r  
of  e l e c t r i c a l  equipment o u t  o f  him. I ' m  
a l l o w i n g  myself  5 d a y s  i n  which t o  d o  i t .  He 
is  go ing  t o  l e a r n  t h e  f i r s t  p a r t  o f  h i s  new 
work-the, f i r e  u n d e r w r i t e r s '  knot-now . ' I  

3. S e l e c t  a n o t h e r  member, and have him come up 
i n  f r o n t  o f  t h e  group.  

A s k g r o u p a g a i n t o n o t e t h e m e t h o d o f i n s t r u c -  
t&, NOT t h e  j o b  of  knot  t y i n g .  

4.  GIVE CORRECT INSTRUCTION. 

NOTE: A l l  your f'ollowing work  depends  u p o n  
how well you  do  this job. D o  it  PERFECTLY. 

WORK FROM THIS OUTLINEDON'T TRUST TO MEMORY 
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Time 
Tab le  

4 

1 h r .  
20 min. 
t o  h e r e  

(Allow 
35 min. ) 

( o v e r )  

-Follow t h e  FOUR BASIC STEPS. 

-Do a comple t e ,  c o r r e c t  i n s t r u c t i n g  j o b  i n  
t h i s  d e m o n s t r a t i o n .  Make EACH of  t h e  FOUR 
STEPS s t a n d  o u t  c l e a r l y  and  d i s t i n c t l y .  
Make t h e  key p o i n t s  s t a n d  o u t .  

5 .  STRESS t h a t  t h e  s u c c e s s f u l  i n s t r u c t i o n  f o l -  
lowed a  d e f i n i t e  b u t  s i m p l e  p l a n .  

6 .  E s t a b l i s h  t h e  FOUR BASIC STEPS 

-Draw o u t  by b r i e f  d i s c u s s i o n  what t h e  
i n s t r u c t o r  d i d  i n  each  s t e p .  

ATOTE: T o  tlrc c7xtent you  can ,  ciie cxnmples f r o m  
your o z i : ~  experience to 7'11ustmt~ some of the points 
a s  you put them o n  the board. 

- L i s t  subheads  f o r  S t e p  I f i r s t ,  t h e n  t h e  
S t e p .  Do t h e  same f o r  t h e  . o t h e r  3 s t e p s .  
Fol low t h e  "How t o  I n s t r u c t "  c a r d .  Get  
e v e r y  p o i n t  on t h e  boa rd .  

-Discuss  b r i e f l y  WHY each  s u b p o i n t  canno t  
b e  l e f t  o u t ,  and  WHY i t  is a  p a r t  o f  a 
p a r t i c u l a r  s t e p  and  n o t  of  a n o t h e r .  

- S t r e s s :  I F  THE WORKER HASN'T LEARNED, 
THE INSTRUCTOR HASN'T TAUGHT. 

N O T E :  b+'ollouvkg are t l ~  FOUR STEPS to be 
placed o n  tllc hotrrd. 

STEP I .  PREPARE t h e  worker .  

Pu t  him a t  e a s e .  

S t a t e  t h e  j o b  and f i n d  o u t  what  he 
a l r e a d y  knows about  i t .  

Get  him i n t e r e s t e d  i n  l e a r n i n g  
j o b .  

P l a c e  i n  c c r r e c t  p o s i t i o n .  

ROZK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time - 
Table 

J. 
1 h r .  
55 min. 
t o  h e r e  

STEP 1 1 .  

STEP I11 

STEP IV. 

PRESENT t h e  o p e r a t i o n .  
Re fe rences  

T e l l ,  show, and i l l u s t r a t e  one 
IMPORTANT STEP a t  a  t i m e .  

S t r e s s  each KEY POINT. 
I n s t r u c t  c l e a r l y ,  comple te ly ,  and 

p a t i e n t l y ,  b u t  no more than  he 
can m a s t e r .  

TRY OUT performance.  
Have him do t h e  job-correct  

e r r o r s .  
Have him e x p l a i n  each KEY POINT 

t o  you a s  he does  t h e  j o b  a g a i n .  
Make s u r e  he u n d e r s t a n d s .  
Continue u n t i l  YOU know HE knows. 

FOLLOW UP. 
Put  him on h i s  own. Des igna te  t o  

whom he goes f o r  h e l p .  
Check f r e q u e n t l y .  Encourageques- 

t i o n s .  
Taper  o f f  e x t r a  c o a c h i n g a n d  c l o s e  

follow-up. 

(Allow 
5 min. 

J. 
2 h r s .  
t o  h e r e  

I V .  CONCLUDING THE SESSION 

1. D i s t r i b u t e  "How t o  I n s t r u c t 1 '  c a r d s .  

2 .  Exp la in  t h a t  t h e  f o l l o w i n g  s e s s i o n s  w i l l  be  
devoted  t o  " l e a r n i n g  by doing" i n  which each 
m e m b e r w i l l b e g i v e n o p p o r t u n i t y f o r p r a c t i c e  
i n  a c t u a l  i n s t r u c t i o n .  

3. C a l l  f o r  two v o l u n t e e r s  ( t h r e e  i f  t h e r e  is 
l i k e l i h o o d  o f  absence )  t o  p u t  on i n s t r u c t i n g  
demons t r a t ions  a t  t h e  nex t  s e s s i o n .  
- Ask t h e s e  v o l u n t e e r s  t o  remain a f t e r  t h e  

s e s s i o n  f o r  f u r t h e r  d i r e c t i o n s .  

4. I f  t ime  p e r m i t s ,  a s k  t h e  remaining members 
t o  s t a t e  t h e  j o b s  they  w i l l  " b r i n g  i n "  a t  t h e  
l a t e r  s e s s i o n s .  ( O f t e n  t h i s  whole q u e s t i o n  
can be  s e t t l e d  a t  t h e  end of  S e s s i o n  I s o  t h a t  
on ly  a  review of j o b s  chosen is needed a t  t h e  
c l o s e  of S e s s i o n  1 1 . )  

5 .  Close  t h e  s e s s i o n  prompt ly  a t  schedu led  t ime 
w i t h  a p p r o p r i a t e  remarks.  

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time -- 
Table  

6. Discuss  t h e  f o l l o w i n g  p o i n t s  w i t h  t h e  vol -  
References  

u n t e e r s  a f t e r  t h e  s e s s i o n  is c l o s e d :  

T e l l  them t o  i n s t r u c t  j u s t  as t h e y  ncr- 
mal ly  would on t h e  j o b ,  u s i n g  t h e  4 s t e p s  
a s  b e s t  t h e y  can ,  b u t  w i thou t  any s p e c i a l  
p r e p a r a t i o n .  

Exp la in  - t h e i r  demons t r a t ions  a r e  ONLY 
t o  HELP YOU b r i n g  o u t  c o n v i n c i n g l y  t h e  
normal m i s t a k e s  most EVERYONE makes, s o  
y o u c a n " p u t o v e r " t h e " g e t r e a d y " p o i n t s .  

T e l l  them t o  e x p e c t m a n y t e c h n i c a l c r i t i -  
c i sms.  These a r e  j u s t  " p a r t  o f  t h e  pro- 
gram" - & p e r s o n a l  i n  any way. 

Choose an  a c t u a l  j o b  t h a t  can  be brought  
i n t o  t h e  meet ing  - no t r i c k s  o r  p u z z l e s .  

Choose a SMALL UNIT t h a t  can  be  done i n  
10  t o  1 5  minu tes .  However, i f  t h e  volun- 
t e e r s  a r e  i n c l i n e d  t o  choose t o o  long  
j o b s ,  l e t  them do s o .  T h i s  w i l l  p r o v i d e  
a  good p o i n t  f o r  you t o  comment upon a t  
t h e  n e x t  s e s s i o n .  (Of c o u r s e ,  b e  pre- 
pa red  t o  STOP each of t h e  d e m o n s t r a t i o n s  
a t  t h e  end of 1 5  minutes  t o  a v o i d  t a k i n g  
up t o o  much t ime  i n  t h e  n e x t  s e s s i o n . )  

Have them b r i n g  i n  a l l  n e c e s s a r y  t o o l s ,  
equipment,  and s u p p l i e s .  

Expla in  a g a i n  t h a t  t hey  a r e  " p a r t  of  t h e  
s t a n d a r d  program" t o  b r i n g  o u t  some 
p o i n t s .  Thank them f o r  h e l p i n g  you - and 
t h e  program. 

WORK FROM THIS OUTLINE--DON'T TRUST TO MEMORY 



Sessions Outline 
Session I 1  

BEFORE t h e  S e s s i o n  s t a r t s :  

Be t h e r e  1 5  minu te s  ahead  o f  t ime .  Wr i t e  t h e  FOUR STEPS ( w i t h  sub- 

h e a d s )  on t h e  b l ackboa rd .  Ee s u r e  t h a t  c h a i r s  a r e  a r r anged  a round 

a t a b l e .  I f  no t a b l e  is a v a i l a b l e  have c h a i r s  a r r a n g e d  i n  a U 

s h a p e .  Have a s u p p l y  o f  j o b  breakdown s h e e t s ,  sample completed break-  

downs and  time t a b l e ,  some b l a n k  s h e e t s ,  and  s e v e r a l  p i e c e s o f  w i r e .  

Time 
Tab le  
(Allow I .  OPENING t h e  S e s s i o n .  
5  min. ) 

1. Gree t  g roup ,  e x p r e s s i n g  g r a t i f i c a t i o n  a t  
t h e i r  i n t e r e s t  i n  improving WAR PRODUCTION 

I 

1 th rough b e t t e r  JOB INSTRUCTIO!.J, a s  ev i -  
denced by  t h e i r  p r e s e n c e .  

2 .  Ey a p p r o p r i a t e  remarks c r e a t e  INFORMAL AT- 
MOSPHERE and pu t  GROUP AT EASE. 

3. Review f i r s t  s e s s i o n  b r i e f l y .  

4 .  Emphasize keyno te :  

I F  THE WORKER HASN'T LEARNED, THE INSTRUC- 
TOR HASN'T TAUGHT. 

I I T .  VOLUNTEER INSTRUCTION DEMONSTRATIONS 

/ 
1. Announce t h a t ,  f o r  t h e  FIRST h o u r ,  t h e  FOUR 

STEPS o f  i n s t r u c t i n g  w i l l  be  demonst r a t e d  -- 
by two group members. who w i l l  i n s t r u c t  
o t h e r  members how t o  do new j o b s .  

W3RK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time - 
Tab le  

5 min. 
t o  h e r e  

(Allow 2 .  
1 5  min. ) 

( o v e r )  

- E x p l a i n  t h a t  t h e s e  v o l u n t e e r  demonstra- 
R e f e r e n c e s  

t i o n s  a r e  NOT expec t ed  t o  be p e r f e c t ,  
t h a t  t h e y  a r e  pu t  on t o  b r i n g  o u t  some 
fundamenta l  p o i n t s  t o  be  d i s c u s s e d  a t  t h i s  
s e s s i o n .  

- Askmembers t o t a k e t h e i r l ' H o w t o  I n s t r u c t "  
c a r d s  and  n o t e  how n e a r l y  t h e  sample  job- 
i n s t r u c t i o n s  f o l l o w  t h e  c o r r e c t  p r o c e d u r e .  

Ask f o r  a v o l u n t e e r  t o  be  t h e  " l e a r n e r "  f o r  
t h e  f i r s t  j o b .  

- Be s u r e  t h e  " l e a r n e r "  d o e s  NOT a l r e a d y  
know t h e  j o b .  

N O T E :  K E E P  C L E A R L Y  I N  M I N D  W H A T  
Y O U  A R E  L O O K I N G  FOR:  

- Y o u  are seeking to /lave members P R O V E  T O  
T H E M S E L V E S  that instruction o n  the job cun 
only be done properly when instructors G E T  
R E A D Y  to instruct. T h e  sole purpose of 
these two demonstrations i s  to S E L L  T H E  
N E E D  A N D  N E C E S S I T Y  that Supervisors 
do definite planning B E F O R E  instructing. 

Jot down 011 a breakdown sheet, steps and key 
points as nearly as you can catch them as  the 
demonstration i s  put on. 

LOOK F O R  these points, in particulur, during the 
demo?~stration: 

- W a s  the instructor's attitude toward the m a n  
constructive? 

(Don' t  loo/,: for anything more in Step  I at this 
stage of the program. I t  isn't  the point you 
are trying to cmphasixe.) c 

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time 
T a b l e  

- I N  STEP IT:  
R e f e r e n c e s  

I,OOI< F O R  COAIPT,I?TLCNEASAS, C L E A R -  
NESS,  trnd OR41ERLY P R E S E N T A T I O N .  P a g e  

66 

- List  steps and key points in STEP I I  so that 
key points chcckcd in STEP 111 u:ill appear 
directly oppositc them on  the page. Use form 
shown o n  page 66. 

- I,envc blank spocm where the irzstrzcction i s  
[ l hazy ," or something clppcu~s to be onzitted. 

- Xote places whew tire instructor "back trcrc/;cd," 
or brought in new ideas at the "zc3rong pltrw, I 

or ">~nzpecl about" from o;:c point to cinotl~cr. 

(IS"I'EP IT i.s THE most important stcp to 
look trt lo bring out the ?zed  for brcakdowris.) 

LOOK F O R  C O M P L E T E N E S S  OF C H E C K ,  
a d  H O W  E L  THE POINl'rY 
C H E C K E D .  POLLO W E D  THE P011Y?'S 
P R E S E N T E D .  

- List  X'cy points in  Step 111 opposite ihose 
brought out in Step 11, to the extent they can 
be "matclzed 7cp" at all. 

- Look for neu) idctls prcscnted in Step  I I I  that 
were olniticd i j i  S tcp I I .  

WORK FROM THIS OUTLINE--DON'T TRUST TO MEMORY 
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- I N  XTEP IV: Time - 
T a b l e  

20 min. 
t o  h e r e  

(Allow 

- Did the instructor designate somcoue to whom 
the worker should go for help? 

5 

I 

Don't look for more in this step. Y o u  are only 
trying to csiablish the nccd for job breakdowns. 
( E n d  of note to Trainer.) 

min. ) 
3. COMMENT on t h e  Demonst ra t ion :  

I 

I 
! 
I 
i 
1 
j 

I 
4 

25 min.  
t o  h e r e  

( o v e r )  

a .  Ask t h e  v o l u n t e e r :  Do you t h i n k  your  
i n s t r u c t i o n  would have been b e t t e r  i f  you 
had had more t ime t o  p l a n ?  

b .  Ask t h e  group t o  comment on t h e  derfion- 
s t r a t i c n s .  

IVOTE: Don'l expect the comments to be par- 
ticulrtrly helpjul jor your purpose. 

c .  E r i n g  o u t  t h e  d i s c r e p a n c i e s ,  e r r o r s ,  and 
o m i s s i o n s  you have observed  which they  
missed .  

- P o i n t  o u t  t h a t  t h e  j o b  w a s  "-too b i g "  
f o r  one u n i t ,  i f  such  w a s  t h e  c a s e .  

- Br ing  o u t  any t r a d e  o r  t e c h n i c a l  terms 
t h a t  were used ,  but n o t  e x p l a i n e d .  

- P o i n t  o u t  l a c k  o f  o r d e r l y  p r e s e n t a t i o n .  

- ASK THE "LEARNER" QUESTIONS ON POINTS 
THAT WERE NOT MADE CLEAR BY THE I N -  
STRUCTOR. 

d. Exp la in  a g e i n  t h a t  t h e  v o l u n t e e r  was gocd 
enough t o  " g i v e  u s  a  p i c t u r e  o f  how we 
r e a l l y  i n s t r u c t  on t h e  j  ob.  " E x p l a i n  t h a t  
he knew your  purpose  i n  advance ,  and t h a t  
your  comments were SOLELY t o  b r i n g  o u t  
t h e  PROELEMS and FAULTS i n  i c s t r u c t i o n .  
They were NOT d i r e c t e d  a t  t h e  vol -unteer  
p e r s o n a l l y .  THANK him f o r  h i s  h e l p .  

WORK FROM THIS OUTLINE--DON'T TRUST TO ME7dORY 
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20 Job instruction P lan  for a r  Production 

4 .  C a l l  on t h e  SECOND v o l u n t e e r  and hand le  t h i s  References 
d e m o n s t r a t i o n  i n  t h e  same way a s  t h e  former 
one .  

(Allow 
20 min. ) 
45 min. 
t o  h e r e  

(Allow 
5. CONCLUDE t h a t  j obs  must be " though t  through" 

more c a r e f u l l y ,  b e f o r e  i n s t r u c t i n g ,  
5 

V 

- We " t h i n k "  we know a j o b  when we r e a l l y  
d o n ' t .  

min. ) 

- We KNOW IT  SO WELL t h a t  we ove r look  t h e  
p o i n t s  t h a t  "stump" t h e  l e a r n e r .  

50 min. 
t o  h e r e  

(Allow 
15 rnin. ) 

- We o f t e n  KNOW IT  SO WELL t h a t  we d o n ' t  
PLAN how t o  p u t  i t  ove r  t o  a n o t h e r .  

- These weaknesses ,  u n f o r t u n a t e l y ,  a r e  al- 
most u n i v e r s a l .  

- They a r e  t y p i c a l  of most o f  t h e  i n s t r u c -  
t i o n  i n  t h e  shop  a t  t h i s  v e r y  minu te .  

- These d e m o n s t r a t i o n s  were p r o b a b l y  BETTER 
t h a n  t h e  i n s t r u c t i o n  b e i n g  g iven  through- 
o u t  i n d u s t r y .  

- Thank v o l u n t e e r s  a g a i n  f o r  hav ing  he lped  
b r i n g  o u t  t h e s e  p o i n t s .  

- Conclude w i t h ,  "We need more t h a n  j u s t  t h e  
f o u r  s t e p s  t o  g e t  j o b s  ' o v e r '  t o  workers . "  

111. WHAT a n  i n s t r u c t o r  shou ld  do t o  GET READY t o  
i n s t r u c t .  

1 .  Ask members t o  t u r n  t o  t h e  "How t o  Get Ready'' 
s i d e  of  t h e  c a r d .  

2 .  Read t h e  f i r s t  Get  Ready p o i n t  "Have a Time 
T a b l e .  " 

NOTE: Don't  claborutc. Exp lu in  that this point 
will be discussed fully during the next session. 

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time - 3 .  Read t h e  n e x t  Get Ready p o i n t ,  "Break down Refe rences  
t h e  j o b . "  

- Announce t h a t  f o r  t h e  n e x t  hour  t h e  g roup  
w i l l  work on j o b  breakdowns. T h i s  " g e t  
ready" p o i n t  r e q u i r e s  s p e c i a l  a t t e n t i o n .  

- The two v o l u n t e e r  demons t r a t ions  would 
have been b e t t e r  had breakdowns been made. 

4.  S t r e s s a s  t h e y  a p p l y  any  o r a l l  o f t h e  fol low- 
i n g :  

- The i n s t r u c t o r s  wou ldn ' t  have t r i e d  t o  p u t  
ove r  t o o  much. 

- The i n f o r m a t i o n  would have been p r e s e n t e d  
more c l e a r l y .  

- The i n s t r u c t o r  wouldn ' t  have "jumped 
about"  from one p o i n t  t o  a n o t h e r .  

- The " c r i t i c a l "  o r  l l impor t an t f l  o r  "key" 
p o i n t s  would have been made c l e a r .  

- ( o r  whatever  p o i n t s  s h o u l d  be  s t r e s s e d )  

- Conc ludewi th ,  "Lack of  c l e a r l y  o r g a n i z i n g  
t h e  j o b  i n  o n e ' s  mind is t h e  reason  f o r  
poor  i n s t r u c t i o n ,  s c r a p ,  a c c i d e n t s ,  de- 
l a y s ,  m i s t a k e s ,  d i s c o u r a g e d  workers ,  i n  
f a c t  a l l  of t h e  problems on t h e  s h e e t  w e  
looked  a t  a t  t h e  last  s e s s i o n . "  

5 .  Break down t h e  f i r e  u n d e r w r i t e r s '  k n o t .  

a .  H e r e ' s  a q u i c k  s i m p l e  way t o  make a 
breakdown. 

b .  Exp la in  t h a t  h e r e  is what you d i d  t o  g e t  
t h e  f i r e  u n d e r w r i t e r s '  knot  c l e a r  i n  your  
mind b e f o r e  i n s t r u c t i n g .  

NOTE: Pass  out blank Breakdown Sheets a n d  
explain headings, important  steps, and key 
points. 

( o v e r )  WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 



Time - c.  Take w i r e  and  go t o  t h e  boa rd .  
Table  

- Wri te  down h e a d i n g s  PART and OPERATION. 
F i l l  i n .  

- Do t h e  f i r s t  i m p o r t a n t  s t e p ,  t h e n  w r i t e  
i t  on t h e  boa rd .  

- Do t h e  second i m p o r t a n t  s t e p ,  w r i t e  i t  
down, and s o  on t h r o u g h .  

- Then Lie t h e  kno t  a g a i n ,  s t e p  by s t e p ,  
b r i n g i n g o u t  each  key  p o i n t .  Askyour-  
s e l f  a loud  t h e  t h r e e  q u e s t i o n s  f o r  each  
s t e p  and answer them y o u r s e l f .  

d .  E s t a b l i s h  t h e  breakdown on t h e  boa rd  i n  
numbered s t e p s  as f o l l o w s :  

P a r t :  Twis ted  Lamp 
Cord 

-- -- - - - - - - 

Impor tan t  S t e p s  

(1) Untwist  and 
s t r a i g h t e n  

( 2 )  Make r .  h .  
1 oop 

(3)  Make 1. h .  
1 oop 

( 4 )  Put  end througl- 
l o o p  

( 5 )  P u l l  t a u t  

Opera t ion :  T i e  F i r e  
Underwr i t e r s '  Knot 

Keg P o i n t s  

6 i n c h e s .  

i n  f r o n t  of  main 
st rand .  

p u l l  toward you.  
unde r  s t u b .  
behind  main s t r a n d .  

ends  even ,  kno t  
snug .  

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time - 
Tal - 

e .  Discuss  t h e  breakdown. Re fe rences  

- Purpose is  t o :  

- cove r  e v e r y  c o n c e i v a b l e  s t e p ,  p o i n t ,  
motion o r  p r e c a u t i o n .  

- o r  w r i t e  a d e s c r i p t i o n  of  t h e  opera-  
t i o n .  

- o r  p r o v i d e  i n s t r u c t i o n  s h e e t s  f o r  
employees.  

- Purpose IS t o :  

- h e l p  o r g a n i z e  t h e  o p e r a t i o n  i n  t h e  
i n s t r u c t o r ' s  mind. 

- be s u r e  of  t h e  one b e s t  way t h e  
o p e r a t o r  s h o u l d  do t h e  j o b .  

- It is j u s t  "a n o t e  from o u r s e l v e s  t o  
o u r s e l v e s .  

6.  What is an  " Impor t an t  S t e p . "  

a .  An i m p o r t a n t  s t e p  is a  l o g i c a l  segment o f  
t h e  o p e r a t i o n  when scmeth ing  happens t o  
ADVANCE t h e  work. 

For  example, i n  p u t t i n g  a b l a d e  i n  a  hack- 
saw : 

- "Take h o l d  o f  t h e  wing n u t "  is  NOT a 
s t e ~  wor th  n o t i n g  as a  reminder .  

- "Screw down wing nu t "  is a s t e p ,  b u t  
n o t  an  i m p o r t a n t  s t e p .  

- "Adjus t  t h e  t e n s i o n 1 '  is t h e  IMPORTANT 
STEP. 

- " A d j u s t i n g  t h e  t e n s i o n "  is t h e  r e a l  
t h i n g  t h a t  happens .  It is  unnecessa ry  
t o  go i n t o  g r e a t e r  d e t a i l .  

( o v e r  j WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time -- These breakdowns a r e  h a i r - s p l i t t i n g  
Refe rences  mic ro -mot ions tud ie s .  ~ h e y a r e j u s t ~ 1 ~ -  

PLE, COMMON SENSE reminders  o f  what is 
r e a l l y  i m p o r t a n t  t o  "put  ove r "  i n  a j o b .  

b. Read t o  t h e  group p a r t  o f  t h i s  p o s s i b l e  
d e t a i l e d  d e s c r i p t i o n  of  numbered s t e p s  
of  t h e  kno t  o p e r a t i o n  as a  means o f  show- 
i n g  l a t e r  how s i m p l e  breakdown reminde r s  
can b e .  S t r e s s  t h a t  t h e s e  a r e  all t h e  
s t e p s ,  n o t  j u s t  t h e  impor t an t  s t e p s .  

S t e p s  i n  Tying  F i r e  Underwr i t e r s '  Knot 

(1) P i c k  up w i r e .  

( 2 )  Hold w i t h  l e f t  hand,  between thumb 
and  f i r s t  f i n g e r ,  6 i n c h e s  from t h e  
end .  

(3)  Untwis t  l o o s e  e n d s ,  forming a V .  

( 4 )  S t r a i g h t e n  l o o s e  ends  between thumb 
and  f i r s t  f i n g e r  of  t h e  r i g h t  hand.  

( 5 )  Hold w i r e  a t  t h e  beg inn ing  o f  t h e  V .  

( 6 )  Take t h e  r igh t -hand l o o s e  end w i t h  
r i g h t  hand ,  making clock-wise l o o p ,  
b r i n g i n g  l o o s e  end a c r o s s  i n  f r o n t  
of  t h e  main s t r a n d .  

NOTE: Usually this i s  far enough to 
read. 

See  t h a t  l o o p  is a b o u t  1 i n c h  i n  
d i a m e t e r  and  s t u b  p r o t r u d e s  t o  l e f t  
o f  main s t r a n d  abou t  2 i n c h e s .  Hold 
t h e  w i r e  a t  t h e  j u n c t i o n  of  t h e  l o o p  
and  t h e  main s t r a n d .  

Take o t h e r  l o o s e  e n d w i t h  r i g h t  hand.  

( 9 )  Make counter -c lockwise  l o o p .  To 
make t h i s  l o o p ,  p u l l  w i r e  fo rward ,  
p a s s  it  unde rnea th  s t u b ,  b e h i n d m a i n  
s t r a n d .  

( 1 0 )  P a s s  t h e  l o o s e  end th rough  r i g h t -  
hand l o o p ,  from back t o  f r o n t .  

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time - 
Tab le  

( o v e r )  

(11) Hold ends  e v e n l y  between thumb and  
f i r s t  f i n g e r  o f  r i g h t  hand.  Re fe rences  -- 

( 1 2 )  P u l l  kno t  t a u t  

(13) Shape k n o t  between thumb and f i r s t  
f i n g e r  of  l e f t  hand as i t  is p u l l e d  
t a u t .  

- P o i n t  o u t  t h a t  t h e r e  were 13 s t e p s  and  
163 words i n  t h i s  d e t a i l e d d e s c r i p t i o n ,  
and o n l y  5 i m p o r t a n t  s t e p s  and  36 words 
i n  t h e  b r i e f ,  c o r r e c t  breakdown. The 
i n s t r u c t o r  might  u s e  t h e  f u l l  1 6 3  words 
i n  e x p l a i n i n g  t h e  knot-or 200 o r  300 .  
But t o  GET STRAIGHT I N  HIS OWN MIND 
j u s t  what t h e  o p e r a t i o n  i s ,  t h e 3 6 w o r d s  
a r e  a l l  he needs .  

7. What is a  "Key PointT1?-Review q u i c k l y .  

- Large  p o r t i o n  o f  e v e r y  j o b  is e a s y  t o  
l e a r n .  

- It is t h e  5 o r  1 0  p e r c e n t  t h a t  r e p r e s e n t s  
t h e  "hard"  o r  " t r i c k y "  p a r t s .  These re- 
q u i r e  t h e  time t o  l e a r n - r e p r e s e n t  t h e  
r e a l  s k i l l  n e c e s s a r y .  

- "Key p o i n t "  was t h e  te rm chosen  t o  r ep re -  
s e n t  whatever  is t h e  "key" t o  d o i n g  a 
s t e p  p r o p e r l y .  

- Key p o i n t s  mean, i n  t h e i r  o r d e r  o f  i m -  
p o r t a n c e  : 

( a )  Those t h i n g s  t h a t  "make o r  b r eak"  t h e  
j o b .  

( b )  Hazards  ( i n  many j o b s  t h e s e  r ank  
f i r s t ) .  

( c )  Thingsthatmaketheworkeasierto do- 
"knack,  " " t r i c k ,  " " f e e l ,  " "savvy ,  " 

" s p e c i a l  t i m i n g , "  " b i t  o f  s p e c i a l  in- 
f o r m a t i o n .  " 
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Time - 
Tab le  

I 

- Key p o i n t s  do n o t  mean eve ry  c o n c e i v a b l e  
Re fe rences  

t h i n g  t h a t  is t o  be watched,  o r  which 
might go wrong. There  is no need t o  go 
t h a t  f a r  i n t o  d e t a i l .  

Knowing what key paints are and how to pick 
them out quickly and e a d y  is  perhaps the  

WBANT single thing in  Job in- 
struction. 

Examples of  key p o i n t s  ( c i t e  a s a p p r o p r i a t e ) :  

- " F e e l . "  When p u t t i n g  a micrometer  on a  
p i e c e  of  s t o c k ,  t h e  key p o i n t  is  "how 
tight1!- a  m a t t e r  of  " f e e l . "  

- "Knack. " When r i v e t i n g ,  an impor t an t  
p o i n t  is  t o  know when t o  remove t h e  pneu- 
m a t i c  r i v e t e r .  The "key" t o  t h i s  p o i n t  is 
t o  l i s t e n  t o  t h e  r i v e t i n g .  The scund w i l l  
changz when t h e  p i e c e s  a r e  s o l i d l y  
t o g e t h e r .  

- "Tin ing  and p l a c i n g  o f  h e a t .  " When weld- 
i n g  t h e r e  a r e ,  among o t h e r s ,  two main key 
p o i n t s :  (1) a p p l y  t h e  flame ahead o f  t h e  
v:eld and ( 2 )  g e t  t h e  me ta l  t h e  r i g h t  h e z t ,  
a m a t t e r  of  o b s e r v i n g  t h e  c o l o r  and behav- 
i o r  of  t h e  u , e t a l .  

- "Hazsrd. " V!hen u s i n g  a k n i f e ,  a  key p o i n t  
is t o  " c u t  away from you."  When l i f t i n g  a  
l o a d  w i t h  an  overhead  c r a n e ,  a  key p o i n t  
is  t o  p u l l  t h e  c h a i n s  o r  c a b l e s  up t a u t ,  
t hen  h e s i t a t e  f o r  a  moment t o  check t h e  
h i t c h e s ,  b e f o r e  l i f t i n g  t h e  l o a d .  

- "Special. mo t ion .  " When c a t c h i n g  h o t  r o d s  
s h o o t i n g  o u t  of  r o l l i n g  m i l l s ,  t h e  key 
p o i n t  is t o  swing q u i c k l y  t h e  f lowing  rod 
i n  an  a r c  eway f r sm you b e f o r e  i n s e r t i n g  
t h e  end i n  t h e  n e x t  s e t  o f  r o l l s .  

- "Spec ia l  ~ p f o r m a t i o g . "  On some k i n d s  of  
e l e c t r i c a l  w i r i n g  t h e  key p o i n t  is t o  
a t t a c h  t h e  i d e n t i f i e d  n e g a t i v e  w i r e  t o  t h e  
t i n n e d  sc rew,  and t h e  p o s i t i v e  w i r e  t o  t h e  
b r a s s  s c rew.  
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"Knack i n  j u d g i n g  sound."  I n  mines,  
the Refe rences  

s t r e n g t h  and s a f e t y  o f  t h e  roof  is d e t e r -  
Time - 
Table 

(1 h r .  5 
n i n .  t o  
h e r e  ) 

(Allow 

mined by  t a p p i n g  t h e  roof  rock  w i t h  a  s t e e l  
b a r .  The "sound" as t h e  b a r  s t r i k e s  t h e  
roof  t e l l s  t h e  s t o r y .  Judg ing  t h e  sound 
is t h e  key  p o i n t .  

35 

( o v e r )  

8. Break down on t h e  boa rd  one of  t h e  v o l u n t e e r  
demons t r a t ion  jobs-the s i m p l e r  one f i r s t .  min. ) 

Use t h e  f o l l o w i n g  p rocedure :  

Help him i d e n t i f y  t h e  p a r t  and o p e r a t i o n  
and have him w r i t e  i t  on h i s  breakdown 
s h e e t .  (You w r i t e  i t  on b l a c k b o a r d . )  

Have him s t a r t  d o i n g  t h e  j o b .  

When t h e  j o b  h a s  been advanced ( t h e  
f i r s t  impor t an t  s t e p )  have him t e l l  
you what was done .  Have him w r i t e  
t h e  f i r s t  impor t an t  s t e p  on h i s  break- 
down s h e e t .  (You w r i t e  i t  on boa rd .  ) 

Cont inue  sarne p rocedure  u n t i l  u n i t  is 
comple te .  

Have him do  t h e  f i r s t  impor tan t  s t e p  
a g a i n ,  and a s k  h i m s e l f  t h e  t h r e e  key- 
p o i n t  q u e s t  i o n s .  

Have him w r i t e  t h e  key  p o i n t s  on h i s  
breakdown. (You w r i t e  them on b o a r d .  ) 

I f  he seems t o  be  mis s ing  d e t a i l s  t h a t  
a r e  key  p o i n t s ,  "smoke o u t "  w i t h  such  
q u e s t i o n s  as: 

Does i t  make any  d i f f e r e n c e  i f  
- - - - ? 

What would happen i f ' . -  - - - ? 

Why d i d  you - - - - ? 

Cont inue  u n t i l  a l l  t h e  impor t an t  s t e p s  
a r e  f i n i s h e d .  

E 0  TE: N a v e  members  copy Ihc breakdown 
on tZzc shcets provided them n s  it i s  devcloped. 
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Time - 
Tab le  

9. Break down t h e  o t h e r  v o l u n t e e r  j o b .  References 

1 0 .  summarize: 

- Make c l e a r  t h e  d i f f e r e n c e  between a  STEP 
and a  KEY POINT. 

I - Make c l e a r  t h a t  FEW WORDS a r e  r e q u i r e d .  

- Make c l e a r  t h a t  breakdowns can  be done 
EASILY and QUICKLY a f t e r  a  l i t t l e  
p r a c t i c e .  

11. S t r e s s  v a l u e  of  "b reak ing  down" o p e r a t i o n s  
on which t h e y  i n s t r u c t .  

D i s t r i b u t e  sample j ob breakdowns and t ime Pages 
t a b l e .  56-57 

I Discuss  Samples 3 and 3 A .  

I S t r e s s  : 

I Everyone s h o u l d  make h i s  own breakdowns. 

A c t u a l l y  do t h e  j o b .  

L i s t  t h e  impor t an t  s t e p s .  

F ind  t h e  key p o i n t s  

What makes o r  b reaks  t h e  job?  

I n j u r e s  t h e  worker? 

Knacks t h a t  make t h e  work e a s i e r  
t o  do? 

- Breakdown s h e e t s  a r e  NOT t o  be  g i v e n  t o  
worke r s .  They a r e  f o r  t h e  i n s t r u c t o r ' s  
own u s e  i n  CLARIFYING and ORGANIZING h i s  
own t h i n k i n g  abou t  t h e  j o b .  

(1 h r .  40 - F i n i s h e d  breakdown s h e e t s  might  be k e p t  
min. f o r  r eady  r e f e r e n c e .  
t o  h e r e )  
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( o v e r )  

- -- 

Time - 
Tab le  
(Allow 

I V .  Have E v e r y t h i n g  Ready and  t h e  Work P l a c e  A r -  
R e f e r e n c e s  

r anged .  

5  

.L 

(1 

1. R e f e r  group  t o  "How t o  g e t  ready" s i d e  o f  
t h e  c a r d .  

min. ) 

h r .  

2 .  Read t h e  l a s t  two " g e t  ready" p o i n t s ,  "Have 
e v e r y t h i n g  ready" and "Have t h e  work p l a c e  
p r o p e r l y  a r r a n g e d .  " 

45 min. 
t o  h e r e )  

(Allow 
1 5  min. ) 

P o i n t  ou t  

- Tha t  t h e  foreman, leadman, e x p e r i e n c e d  
worker  s h o u l d  SET THE RIGHT EXAMPLE f o r  
e v e r y  worker  . 

- Makesh i f t  t o o l s  s h o u l d  n o t  be u s e d .  

- Apologies  f o r  u s i n g  wrong equipment  h u r t  
a  w o r k e r ' s  r e s p e c t  f o r  h i s  l e a d e r .  

- Lack o f  m a t e r i a l s  o r  " f o r g e t t i n g f 1  some- 
t h i n g  makes f o r  poor  work s t a n d a r d s .  

- P o o r l y  a r r a n g e d  bench,  o r  c l u t t e r e d  up  
t o o l  c h e s t ,  o r  de sk  p i l e d  w i t h  p a p e r s ,  o r  
any s i n g l e  t h i n g  t h a t  is wrong s e t s  a  poo r  
example t o  employees.  

3. D i s c u s s  t h e  above p o i n t s  b r i e f l y ,  p o i n t i n g  
o u t  t h a t :  

- These a r e  well-known f a i l u r e s .  

- Nothing  new i n  them. 

- OFTEN OVERLOOKED, however,  because  t h e y  
appea r  s m a l l  and u n i m p o r t a n t .  

- We s h o u l d  neve r  be  s o  busy t h a t  we c a n ' t  
SET THE RIGHT EXAMPLE f o r  employees.  

- T h a t ' s  what foremen, leadmen,  and in- 
s t r u c t o r s  a r e  on t h e i r  j o b s  t o  d o .  

V. SUMMARY and d i s c u s s i o n  of  NEXT SESSION. 

1 .  Summarize t h e  " g e t  ready" p o i n t s  by s t r e s s -  
i n g  t h a t  t h e y  s h o u l d  and can  b e  done q u i c k l y .  
Of t en  t h e y  can  a l l  be  done i n  b u t  a  few 
m i n u t e s .  

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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2 .  R e f e r  t o  "How t o  I n ~ t r u c t ~ ~  c a r d s ,  p o i n t i n g  
o u t  t h a t  t h e  t w o  s i d e s  o u t l i n e  t h e  WHOLE Refe rences  

J o b  I n s t r u c t i o n  p l a n .  

Time 
Tab le  

3 .  Each member, i n c l u d i n g  t h e  two v o l u n t e e r s  
a t  t h i s  s e s s i o n ,  shou ld  s e l e c t  a SIMPLE JOB 
f r o m t h o s e h e  a c t u a l l y  s u p e r v i s e s  a n d b e  pre-  
p a r e d  t o  "pu t  it  over" a t  t h e  n e x t  s e s s i o n .  

I 

a .  Announce t h a t  a s  many members w i l l  dem- 
o n s t r a t e  i n s t r u c t i o n  a t  t h e  n e x t  s e s s i o n  
a s  t ime  w i l l  p e r m i t ,  and t h e  r e s t  a t  t h e  
f o l l o w i n g  s e s s i o n s .  

b .  Have each  member s t a t e  t h e  j ob he i n t ~ n d s  
t o  u s e  a s  h i s  p r a c t i c e  demons t r a t ion .  

- I f  j o b  s e l e c t e d  is t o o  b i g  a j o b  f o r  
s imple  demons t r a t ion ,  h e l p  member t o  
s e l e c t  a s i m p l e r  j o b .  

- Each member shou ld  p l a n  t o  u s e  a j o b  
t h a t  w i l l  consune no more t h a n  a 15- 
minute p e r i o d .  

- Each shou ld  b r i n g  a l l  n e c e s s a r y  t o o l s  
axid s u p p l i e s  t o  p rov ide  f o r  ample "prac-  
t i c e "  i n  S t e p  111. 

c.  Be s u r e  each  member u n d e r s t a n d s  t h a t  t h e  
coinplete ,  c o r r e c t  i n s t r u c t i o n  procedure  
is  now expec ted ,  i .  e . :  

- The f o u r  "get-ready" p o i n t s ,  p a r t i c u -  
l a r l y  t h e  j o b  breakdown. Make c l e a r :  
Each member shou ld  b r i n g  h i s  COMPLETED 
breakdown s h e e t .  

- The " f o u r  s t e p s T 1  used  i n  t h e  i n s t r u c -  
t i o n  i t s e l f .  
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Time 4 .  C lose  meet ing  w i t h  BRIEF' "SALES" STATEMENT References 
Table  -- on p e r s o n a l  advan tages  o f  becoming good - 

I i n s t r u c t o r s .  

a .  The fo l lo iv ing  p r a c t i c e  and d r i l l  s e s -  
s i o n s  w i l l  e n a b l e  them t o  " g e t  t h e  f e e l  
o f  t h e  i n s t r u c t i n g  t o o l s .  " 

b .  P r a c t i c e  w i l l  d eve lop  i n  them t h e  cor-  
r e c t  i n s t r u c t i n g  h a b i t s  s o  t h a t  e f f e c t i v e  
i n s t r u c t i n g  methods w i l l  "come n a t u r a l "  
t o  them. 

( 2  h r s .  
t o  h e r e )  5. Adjourn meet ing  prompt ly  a t  schedu led  t i m e .  

WORK FRGM THIS OUTLINE-DON'T TRUST TO MEMORY 



essions 
Session I I 1  

BEFORE t h e  S e s s i o n  s t a  

__1( 

r ts :  

Be t h e r e  ahead  o f  t i m e .  Have a  s u p p l y  o f  breakdown s h e e t s  f o r  y o u r s e l f  

and 

Time - 
T a b l e  

(Allow 
3 0  min.  ) 

a l l  members. Have c h a i r s  a r r a n g e d  p r o p e r l y  

I .  OPENING t h e  S e s s i o n .  R e f e r e n c e s  

1. Review b r i e f l y :  

- FOUR t h i n g s  neGessary t o  GET READY t o  
i n s t r u c t ,  p a r t i c u l a r l y  t h e  J o b  Breakdown. 

- FOUR BASIC STEPS o f  i n s t r u c t i o n .  

11. P r e s e n t  Time Tab le .  

1. Now t h e  group  w i l l  work w i t h  t h e  f i r s t  " g e t  
ready" i t e m  on t h e  card-"Have a  Time T a b l e .  ' I  

- R e f e r  t o  p r e v i o u s  ment ion  o f  Time Tab le  i n  
S e s s i o n  11. 

2 .  D i s c u s s  q u i c k l y :  

- How nuch s k i l l  s h o u l d  t h e  workers  have? 

- By what d a t e ?  

- So t h a t  t h e  t r a i n i n g  o f  workers  can  be 
done by PLAN and  n o t  by ACCIDENT. 

- WHO s h o u l d  be t r a i n e d ?  

- f o r  WHICH j o b ?  

- by WHAT d a t e ?  

3. Here is a Q U I C K ,  EASY way t o  make a t r a i n i n g  
time t a b l e  f o r  your  f o r c e .  

- D i s t r i b u t e  b l ank  s h e e t s  o f  p a p e r  

- Go t o  t h e  boa rd .  B u i l d  up t h e  form-do 
n o t  a s k  group t o  d i s cus s - -p re sen t  i t .  

- D r a w  c h a r t  l i n e s  q u i c k l y  on t h e  boa rd .  
Ask members t o  draw l i n e s  on b l a n k  s h e e t s .  

NOTE: U s e  dales from current cnlendar. 

WORK FROM THIS OUTLINE--DON'T TRUST TO MEMORY 

(32) 

Page 
56 

( OVF 



Sessions Outline 33 

Time 
Table  

1 
I 
I 

I 

i 
( o v e r )  

- "Here a r e  a few o p e r a t i o n s  f o r  which one 
R e f e r e n c e s  

s u p e r v i s o r  is r e s p o n s i b l e .  L e t ' s  u s e  
them t o  i l l u s t r a t e  how t o  make a TIME 
TABLE. " 

- "Your j o b s  w i l l  be d i f f e r e n t ,  of  c o u r s e .  
The i d e a  works o u t  t h e  same everywhere,  
however .  'I 

4 .  F i l l  i n  a t  t h e  'iop c f  s h e e t  and e x p l a i n  
p u r p o s e .  

- The s u p e r v i s o r ' s  n a ~ e - G i l l  Smith 

- The s u p e r v i s o r ' s  department-Machining. 

- The d a t e  - - - - 2/1/44. 

5. " N e s t ,  B i l l  Smith f i l l e d  in t h e  j ~ b s  i n  h i s  
depa r tmen t  a c r o s s  t h e  t o p .  n lhey were 
DRILL, BORE, REAhI, FACE, TAPER-TURN, BiiRR 
and  BURNISH." ( P l a c e  i n  t ime  t a b l e . )  

- " I n  t h i s  c a s e  E i l l ' s  workers  did. a VARIETY 
of t h i n g s .  He l i s t e d  t h e  j o b s  h i s  workers  
d i d .  

- " I r  h i s  worke r s  had a l l  done -the SAME t h i n g ,  
his h e a d i n g s  would kave  been l i s t e d  by: 

- ' l e v e l s  of  s k i l l 1  o r  

- t y p e s  of  m a c h i n e s v .  

- "For  i n s t a n c e ,  if t h e  worke r s  were core-  
makers  i n  a foundry ,  t h e  j 05  head ings  may 
be l i s t e d  2s ' s n a l l  coremaker ,  'medium 
coremaker ,  ' l a r g e  coremaker ,  ' and  ' he lp -  
ers ' . 

- " O r  i f  t h e  d e p a r t m e n t d i d o n l y t a p p i n g ,  t h e  
l i s t i n g  may b e  by machines .  Fo r  example,  
'Boyce,  ' 'Bakewell  No. 1, 'Hasirins,  e - t c .  I '  

6 .  Then p u t  t h e  workers '  names down t h e  l e f t  
side-"Whi t e  , " "Nolan, I '  "Black,  " " J o n e s ,  " 

"Green,  " "Brown, " and " R i l e y .  " 
7. "Then, B i l l  Smith checked o f f  t h e  j o i s  each  

worker  c o u l d  d o .  I '  

- E s t a b l i s h  t h e  checks  a s  f o l l o w s  ( d o  n o t  
e n t e r  t h e  d a t e s  as y e t ) :  
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Time 
Table  

8. "Next,  B i l l  reviewed :he t ime t a b l e  t o  s e e  i f  
t h e r e  mere any u r g e n t  t r a i n i n g  needs i n  h i s  
depa r tmen t .  

- " F i r s t  he  reviewed t h e  list o f  workers  f o r  
p o s s i b l e  changes by: 

s e p a r a t i o n s ,  
p romot ions ,  
t r n n s f e r s ,  e t c  

- " I n  t h i s  c a s e  he  knew Black was s c h e d u l e d  
f o r  i n d u c t i o n  March 1 and made a n o t e  o f  
i t  on t h e  s i d e . "  ( F i l l  i n  "March 1, In- 
d u c t i o n , "  s e e  Time T a b l e . )  

- "Then he reviewed t h e  list o f  workers  a g a i n  
from t h e  a n g l e  of POOR PERFOWNCE as 
i n d i c a t e d  by: 

e x c e s s  r e j e c t s ,  

i n j u r i e s ,  

damage t o  equipment ,  e t c .  

- " B i l l  f e l t  h i s  workers '  per formance  was 
s a t i s f a c t o r y .  

- " F i n a l l y  he  reviewed t h e  j ob h e a d i n g s ,  
c o n s i d e r i n g :  

- How h e w a s  meet ing  p r e s e n t  PRODUCTION 
QUOTAS i n  a l l  j obs  . 

WORK FROM THIS OUTLIKE-DON'T TRUST TO MEMORY 
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Time - 
Tab le  

( o v e r )  

- Whether t h e r e  were any  con templa t ed  
INCREASES i n  p r o d u c t i o n .  Re fe rences  

- " B i l l  knew t h a t  a change was coming through 
i n  t h r e e  weeks t h a t  would r e q u i r e  one more 
man on t h e  d r i l l i n g  o p e r a t i o n s .  

- "He had ' s p o t t e d '  two u r g e n t  t r a i n i n g  
needs .  Now h e  had t o  make p l a n s  t o  meet 
them. 

9. " I n  c o n s i d e r i n g  WHO s h o u l d  be t r a i n e d  on 
-WHICH j o b ,  and  by WHAT d a t e ,  B i l l  dec ided  
t h a t :  

- " R i l e y w a s t h e l o g i c a l m a n  f o r t h e  d r i l l i n g  
j o b  and h e  would have him t r a i n e d  by Feb- 
r u a r y  20 .  T h i s  would have  R i l e y  t r a i n e d  
b e f o r e  t h e  change took  p l a c e . "  ( F i l l  i n  
d a t e  2/20 i n  Time T a b l e . )  

- "Black ' s  ind-uc t ion  would l e a v e  him s h o r t  a 
C 

man on Tspe r - tu rn ing .  He s e l e c t e d  Nolan 
a s  t h e  l o g i c a l  p e r s o n  and  s e t  Feb rua ry  25 
as t h e  dead  l i n s  f o r  t r a i n i n g  him. " ( F i l l  
i n  d a t e  2 /25. )  

1 0 .  Review q u i c k l y  t h e  p r o c e d u r e  f o r  making a 
T i x e  T a b l e .  

- I d e n t i f y  s h e e t - s u p e r v i s o r ' s  nane,  de- 
pa r tmen t ,  and d a t e .  

- L i s t  j o b  head ings  

A v a r i e t y  o f  t h i n g s - - l i s t  "j obs  . " 

A l l  t h e  same t h i n g - - l i s t  by " c l a s s i f i -  
c a t i o n s "  o r  " l e v e l s  o f  s k i l l , "  "ma-. 
c h i n e s , "  e t c .  

- L i s t  vzorksrs '  names. 

- Check o f f  j o b s .  

- Spot  t r a i n i n g  needs .  Review l ist  o f :  

Workers : 

Turnover  

Poor  Performance 
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Time - 
Table  

I 

I 
I 1 

i I 
i 
I 
i 

I 
! 
I 
I 

I 
I 
i 
i 
1 
1 

J o b  Headings  -- Refe rences  
Meet ing  p r e s e n t  p r o d u c t i o n  q u o t a s  
Contemplated i n c r e a s e s  i n  pr0duC- 
t i o n  

- P l a n  t o  meet n e e d s .  

- WHO s h o u l d  be t r a i n e d  
on WHICH j o b  
by WHAT d a t e  

11. Summarize: 

- L e t ' s  PLAN o u r  t r a in ing -don ' t  j u s t  l e t  
them l e a r n .  

- When t h e  " p r e s s u r e  is  on" f o r  p r o d u c t i o n  
and men must l e a r n  new s k i l l s  you o f t e n  
h ~ a r  s : ~ p e r v i s c r s  s a y :  

"Ii t a k e s  t i n e  . . . ' I  

s l A  i o t  o f  n i s t a k e s  always happen . . . "  

"Let  "em l e a r n ,  t h a t ' s  %he on ly  t h i n g  
YOU can  do . . . I 1  

BUT -- 
- The may t o  g e t  r e s u l t s  is t o  d e t e r m i ~ e  

"HOW MUCH TINE"-then SHORTEN t h a t  t ime ,  
i f  p o s s i b l e ,  th rough INTENSIVE INSTRUC- 
TION. Don't  be  c o n t e n t  with-"IT TAKES 
TIME. " 

- Time t a b l a s  a r e  e a s y  t o  make. One can be  
p u t  t o g e t h e r  i n  1 0  t o  1 5  minu te s .  

- They can be  r e v i s e d  and b rough t  up t o  d a t e  
i n  f i v e  m i n u t e s .  

- Time t a b l e s s h o u l d b e  rev iewedwheneverany  
changes a r e  coming i n  p e r s o n n e l ,  d e s i g n ,  
o u t p u t ,  q u a n t i t y ,  o r  a n y t h i n g  t h a t  might 
i n d i c a t e  t r a i n i c g  is needed t o  keep  pro- 
d u c t i o n  r o l l i n g .  

- Conclude by d r i v i n g  home t h e  though t  t h a t  
men's l i v e s  and  t h e  war p r o d u c t i o n  program 
depend on good PLANNING, and t r a i n i n g  is 
no e x c e p t i o n .  Workers must KNOW t h e i r  
j o b s  b e f o r e  t h e y  can PRODUCE. I n  t r a i n i n g  
workers  t h e  i m p o r t a n t  t h i n g  is "How s h o r t  
a  t ime" poJ "it t a k e s  t i m e . "  
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Time 1 2 .  Have each  s u p e r v i s o r  s t a r t  h i s  own t i m e  R e f e r e n c e s  
Table t a b l e  now. 

1 
30  min. 
t o  h e r e  

(Allow 
5 m i n . )  

Coach i n d i v i d u a l l y  as you c i r c u l a t e  around 
t h e  t a b l e .  

S t o p  a t  end of  t ime  l i m i t .  

Ask each  t o  b r i n g  h i s  own completed t ime 
t a b l e  t o  t h e  n e x t  s e s s i o n .  

111.  Exp la in  P r a c t i c e  I n s t r u c t i o n .  

1 .  Announce: 

- Everyone s h o u l d  p u t  on h i s  " t h i c k  s k i n s '  
because  everyone is going  t o  " d o h i s  s t u f f "  
b e f o r e  t h e  group and  i n v i t e  c r i t i c i s m s  and 
s u g g e s t i o n s .  

2 .  I t  is a r e a l  advantage  t o  each  member t o  
g e t  t h e  b e n e f i t  o f  o t h e r s '  comments, i n  a 
tho rough ly  FRIENDLY and HELPFUL a tmosphere .  

3. Exp la in  how d e m o n s t r a t i o n s  and  comments w i l l  
be  made. 

- R e f e r  t o  "How t o  I n s t r u c t "  c a r d s .  

- Exp la in  t h a t  members a r e  now expec ted  t o  
f o l l o w  t h e  WHOLE PLAN-the FOUR GET-READY 
p o i n t s ,  a s  w e l l  a s  t h e  FOUR BASIC i n s t r u c -  
t i o n  s t e p s .  

- Exp la in  t h a t  you would l i k e  t o  l ook  ove r  
each member's j o b  breakdown s h e e t  w h i l e  
he  is i n s t r u c t i n g ,  j u s t  t o  s e e  i f  he  h a s  
"caught  t h e  knack" of b reak ing  down a 
j  05-that you w i l l  r e t u r n  t h e  s h e e t s  a f t e r  
each  demor is t re t ion .  

- Ask eachmember t o  g e t  h i s  t o o l s ,  s u p p l i e s ,  
and  work p l a c e  a r r a c g e d  j u s t  as he wan t s ,  
and t h a t  a f t e r  t h e  i n s t r u c t i o n  s t a r t s ,  any 
e r r o r s  o r  "fumbles1'  w i l l  be commented 
upon. 

- Each member s h o u l d  d e s c r i b e  t h e  SHOP 
s e t t i n g  of h i s  j o b  b e f o r e  he s t a r t s ,  
i .  e .  - 

- Whetherhe is  foreman, leadman, o r  what .  

( o v e r )  WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time 
Table  

(35 min. 
t o  h e r e )  

(Allow 
15 min. 
f o r  each  
demonstra- 
t i o n  and  
ebou t  1 0  
niin. f o r  
c o ~ m e n  ts ) 

- Whether man is  e x p e r i e n c e d ,  b e i n g  
Re fe rences  

t r a n s f e r r e d ,  o r  g r e e n .  

- Pass o r ~ t  blank brecrkdown sheets. A s k  mern- 
bers to jot d o w n  ulhut thry  c a n  "catch" of 
SY'EPLS and  K131' P O I N T S .  

I V .  PRACTICE INSTRUCTION (3)  

1 .  C a l l  up  one member t o  p u t  on h i s  i n s t r u c t i n g  
d e m o n s t r a t i o n .  

2 .  C a l l  f o r  v o l u n t e e r  t o  s e r v e  a s  " l e a r n e r . "  

N O T E :  See  that each rnernbcr serws as  the 
L L learner" i n  onc rlenzon.strntion. See  that the 
L L lccvncr" does S O T  Xnori1 lhc job, wherever 
possible. 

3. Ask t h e  " i n s t r u c t o r "  f o r  h i s  j o b  breakdown 
s h e e t  . 

4. Have him c a r r y  t h r o u g h  h i s  d e m o n s t r a t i o n .  

5. Comment on t h e  d m o n s t r a t i o n .  

- Use t h e  s t a n d a r d  p r o c e d u r e  f o r  cons t ruc -  
t i v e l y  commenting cn p r a c t i c e  demonstra- 
t i o n s .  

N O T E .  I f  "spccial  i n s l r u c t i o i ~  problems" ure  
involved, discuss.  

6. Call  up SECOND member 

- Cont inue  as b e f o r e ,  e x c e p t  g r a d u a l l y  b e  
more e x a c t i n g  i n  a  f r i e n d l y  way. 

- S t r e s s  STET I11 more and more. INSIST 
t h a t  t h e  l e a r n e r  do  t h e  j o b  and  EXPLAIN 
t h e  key p o i n t s .  

.- Sugges t  t h a t  menber u s e  t h e  f o l l o w i n g  
" lead-in"  o r  one a c c o m p l i s h i n g  t h e  same 
pu rpose ,  when h e  a s k s  t h e  l e a r n e r  t o  do  
and  e x p l a i n :  

"Some o f  u s  f i n d  i t  e a s y  t o  copy mo t ions .  
T h i s  d o e s n ' t  a lways  mean we u n d e r s t a n d .  
Would you do t h e  j o b  a g a i n ,  and  e x p l a i n  t o  
me WHAT you a r e  d o i n g  and  WHY?" 

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Sessions O w t h e  39 

Time 
Tab le  

4 

(1 h r .  
55 min. 
t o  h e r e )  

(Allow 
5 min. ) 

V 

( 2  h o u r s  
t o  h e r e )  

7. C a l l  on t h e  THIRDmember f o r  a d e m o n s t r a t i o n .  Re fe rences  

- Become MOREANDhilOREEXACTINGin aFRIENCLY 
way. 

- Have members s t r e s s  STEP 1 1 1 .  There is 
o n l y  ONE ANSWER t o  how much s t r e s s  an  
i n s t r u c t o r  s h o u l d  g i v e  STEP 1 1 1 ;  namely, 
"CONTINUE UNTIL KNOW HE KNOWS. l1 

V .  SUMMING UP 

1 .  Ha,ve group  t e l l  you : 

- The FOUR GET-READY p o i n t s .  

- The FGUR BASIC STEPS 

2 .  Sugges t  t o  t h e  members who have n o t  y e t  p u t  
on t h e i r  p r a c t i c e  i n s t r u c t i n g  denons t r a -  
t i o n s  t h a t  t h e y  rev iew how t h e y  p l a n  t o  GET 
READY i n  t h e  l i g h t  of t h e  c iemons t ra t ions  
t hey  have w i t n e s s e d .  

- The more c a r e f u l l y  t h e  i n s t r u c t o r  GETS 
READY t h e  b e t t e r  t h e  i n s t r u c t i n g  j o b  he 
w i l l  d o .  

3. Make seine complimentary and  E3JSOURAGIN-G 
STATERENTS abou t  t h e  d e m o n s t r a t i o n s  t h a t  
have been g i v e n  i n  t h e  s e s s i o n .  

4.  P o i n t  o u t  thePERSONALvalue i n g e t t i n g o n e ' s  
t h i n k i n g  abou t  the jobPLANNEDandORGANIZED.  

5.  Adjourn t h e  s e s s i o n  prompt ly  a t  s c h e d u l e d  
t ime . 

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 



essions 
Session 1V 

BEFORE t h e  S e s s i o n  s t a r t s :  

Be t h e r e  ahead of t ime .  Have a  supp ly  of  breakdown s h e e t s .  Be s u r e  

t h e  c h a i r s  a r e  a r ranged  p r o p e r l y .  NEVER l e t  a .  "classroom" a tnos -  

phere  develop .  

Time I .  OPENING t h e  S e s s i o n .  
Table 

1 .  Express g r a t i f i c a t i o n  a t  members' i n t e r e s t  
(Allow i n  WAR PRODUCTION a s  evidenced by t h e i r  
15  min. ) presence .  

2 .  Have group TELL you: 

I. - The FOUR GET-READY p o i n t s .  

1 5  min. 
t o  h e r e  

(Allow 
15 min. f o r  
each clem- 
ons t r a -  
t i o n ,  10  
min. f o r  
comments.) 

- The FOUR STEPS of i n s t r u c t i o n .  

3 .  Review a g a i n  t h e  TINE TABLE. 

- Have a member p l a c e  a t ime t a b l e  on board  
and e x p l a i n .  

- Go over  a s  many t ime t a b l e s  as t ime w i l l  
permi t  . 

4.  Continue PRACTICE INSTRUCTION ( 4 ) .  

- Have m'embers watch t h e i r  "How- to-Ins t r u c t "  
c a r d s  a s  t h e  demonst ra t ions  a r e  pu t  on .  

- Havs them w r i t e  down t h e  impor tant  s t e p s  
and key p o i n t s  of  each demons t ra t ion  on 
breakdown s h e e t s .  

5.  Use STANDARD PROCEDURE f o r  comments. B e  Pages 
more and more e x a c t i n g  i n  a f r i e n d l y  way. 58-66 
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Sessions But l ine  $i 
--- 

Time - 
T a b l e  - 

1 h r .  55 
min.  t o  
h e r e  

(Allow 
5 min.  ) 

.L 
2 h r s .  
t o  h e r e  

( o v e r )  

0 T h e  following special problems m a y  be References 

brozqht out at  a n y  crppropriate p.lnce in Sessions 
111, I V ,  or 1'. 

6 .  D i s c u s s  t h r e e  SPECIAL INSTRUCTION PROBLEMS Pages  
encoun te red  i n  many shops :  67-70 

a .  The LONG OFERATION. 

How t o  u s e  t h e  FOUR-STEP method on an  
o p e r a t i o n  t h a t  t a k e s  3 h o u r s  o r  pe rhaps  
3 d a y s .  

b .  The NOISY SHOP. 

How t o  u s e  t h e  FOUR-STEP method i n  a 
shop  where i t  is  t o o  n o i s y  t o  h e a r .  

c .  P u t t i n g  o v e r  "FEEL." 

How t o  i n s t r u c t  a man i n  t h a t  impor t an t  
thing-" f e e l .  " Demonstrate  t h i s  p o i n t  
w i t h  a v i s e ,  n u t  and b o l t ,  micrometer  o r  
some similar example.  

11. SUMMING UP. 

1 .  R e s e l l  t h e  ADVANTAGES o f  becoming a good Pages  
i n s t r u c t o r .  70-71 

2 .  S t r e s s  impor t ance  o f  p r o d u c t i o n  and  accu- 
r a c y .  P o i n t  o u t  t h a t  t h e  l i v e s  o f  t h e  s o l -  
d i e r s ,  s a i l o r s ,  av ia tors - -people  j u s t  l i k e  
ourselves-depend up011 p e r f e c t l y  o p e r a t i n g  
p a r t s  o f  a i r p l a n e s ,  t a n k s ,  s h i p s ,  g i n s .  

3. S t r e s s  t h a t  what t h e  I n s t r u c t o r  s a y s  t o  o r  
d o e s  w i t h  a workman doesn '  t count-unless  
i t  s t i c k s .  What s t i c k s  i n  t h e  Worker 's  
mind is t h e  NET RESULT t h a t  c o u n t s .  

4 .  I F  THE WORKER HASN'T LEARNED, THE INSTRUCTOR 
HASN' T  TAUGHT. 
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Time 
Tzble  -- 

(Allow 
5 min. ) 

(Allow 
1 hi-. 
25 min. ) 

i 
J. 

1 h r .  
30 fiin.  
t o  h e r e  

(Allow 
25 niin. ) 

essions 
Session V 

Refe rences  
I .  OPENING t h e  S e s s i o n .  

1 .  Make a p p r o p r i a t e  remarks a t  t h e  beg inn ing  
of  t h i s ,  t h e  last  s e s s i o n .  

1 1 .  PRACTICE DEMONSTRATIONS (3)  

1 .  Fol lowing same procedure as a t  p r e v i o u s  
demons t r a t ion  p e r i o d s ,  complete  t h e  prac-  
t i c e  demons t r a t ions  of  remaining members. 
Be more and more e x a c t i n g ,  i n  a  f r i e n d l y  
way. LET NO SIGNIFICANT ERROR GO UN- 
MENTIONED I N  THESE LAST DEMONSTRATIONS. 

SUMMING UP. -- - 

1 .  Express  APPRECIATION f o r  COOPERATION and 
i n t e r e s t  of  group.  

2 .  Call f o r  remaining QUESTIONS 

3.  R e s t a t e  URSENT need f o r  WAR PRODUCTION and 
need foi- h e l p i n g  m i l l i o n s  of  employees i m -  
prove t h e i r  performance on t h e i r  j o b s .  

4.  Show s a v i n g s  i n  break-in t ime ,  s c r a p ,  man- 
power, t o o l  breakage ,  e t c .  (Use l a t e s t  
f i g u r e s  a v a i l a b l e  l o c a l l y . )  

5 .  R e c a l l  t h e  problems d i s c u s s e d  by t h e  group 
i n  t h e  f i r s t s e s s i o n t h a t w r e  g r o u p e d i n t o  
problems o f :  

P r o d u c t i o n .  S a f e t y .  

Q u a l i t y .  P e r s o n n e l .  

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Sessions O u t h e  43 

Time 
Table 

1 

( o v e r )  

a .  Emphasize a g a i n  t h a t  t h e  on ly  s u r e  wag 
t h a t  an  i n s t r u c t o r  can g r a d u a l l y  work 

Refe rences  

h imse l f  o u t  of them is through t r a i n i n g .  
Otherwise he  is n o t h i n g  bu t  a " t r o u b l e  
s h o o t e r ,  " d e a l i n g  wi th  one emergency 
a f t e r  a n o t h e r ,  and neve r  g e t t i n g  t h e n  
solved-never working TOWARD t h e i r  per-  
manent s o l u t i o n .  

b .  P o i n t  o u t  t h a t  many s u p e r v i s o r s  t h i n k  
they  d o n ' t  "have t h e  t ime" t o  t r a i n .  

c .  Emphasize t h a t  by " t a k i n g  t h e  t ime  t o  
t r a i n , "  t h e  i n s t r u c t o r  won't  have s o  
many tine-consuming "emergencies";  t h a t  

, t r a i n i n g  is  t h e  one " h a n d l e , "  a s  i t  
were,  t h a t  a s u p e r v i s o r  can " t a k e  h o l d  
o f "  and & somet,hinp, a b o u t .  

6. Urge c o n s i s t e n t  u s e  o f t h e  FOUR-STEP method. 

7.. C l e a r  up t h e  f o l l o w i n g  q u e s t i o n s  t h a t  may Pages 
be i n  s e v e r a l  members' minds, "JUST WHAT 72-75 
AM I TO DO ABOUT THIS?" 

a .  I f  t h e  group is composed of  l e a d  men, 
gang b o s s e s ,  expe r i enced  o p e r a t o r s  who 
p e r s o n a l l y  i n s t r u c t  workers:  

- Use t h i s  FOUR-STEP method c o n s t a n t l y  
on t h e  j  ob-every t ime you "pass  on 
t h e  know-how" t o  a worker-every t ime 
he a s k s  you a q u e s t i o n  o r  you check h i s  
work. 

b.  I f  t h e y  a r e  foremen, i n s p e c t o r s ,  o r  high- 
er-rankingsupervisorswhodon't instruct 
workers  p e r s o n a l  1 y : 

- -- Use t h i s  method wi th  your  own assist- 
a n t s  evt?ry t ime you p u t  ove r  a new 
i d e a ,  i s s u e  a n  o r d e r ,  o r  check a man's 
8 7 0  r k  . 

- Arrange f o r  a l l  your s u b o r d i n a t e  super-  
v i s o r s  and a l l  who i n s t r u c t  workers  i n  
any way t o  t a k e  p a r t  i n  t h i s  10-hour 
program, j u s t  as q u i c k l y  as p c s s i b l e .  

WORK FROM THIS OUTLINE-DON'T TRUST TO MEMORY 
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Time - 
Table  

- Encourage your men t o  use  t h i s  FOUR- Refe rences  
STEP method. A l l  t h a t  can be  done i n  
10  h o u r s  is t o  pu t  " t o o l s "  i n  your  men's 
hands .  You s u p e r i n t e n d e n t s ,  foremer,, 
and o t h e r s  must s e e  t h a t  t h e  t o o l s  a r e  
used .  

I For  example you can:  

- Have each group l e a d e r  b reak  down t h r e e  
o p e r a t i o n s  a week f o r  a t ime ,  and 
review thebreakdownswi th  h i s  foreman. 

- A t  r e g u l a r  meet ings ,  i .  e . ,  s t a f f  meet- 
i n g s ,  p roduc t ion  mee t ings ,  e t c . ,  d i s -  
cuss  t h e  u s e  b e i n g  made o f  t h e  FOUR 
STEPS. 

J - A s  you s e e  subforemen, group l e a d e r s .  

1 h r .  and o t h e r s  i n  t h e  shop,  a s k  themwhether  
55 min. t h e y  a r e  u s i n g  t h e  p l a n .  
t o  h e r e  

8. Exp la in  t h a t  i f  t h e r e  a r e  ANY QUESTIONS o r  
PROBLEMS, members a r e  t o  g e t  i n  touch  wi th  

(Allow t h e i r  s u p e r v i s o r s .  
5 min. ) 

Get e x p r e s s i o n  o f  group as t o  whether  t h e  
members a r e  prepared  t o  app ly  t h e s e  i n s t r u c -  
t i o n  p r i n c i p l e s  c o r ~ s c i e n t i o u s l y  as t h e i r  
p a r t  i n  t h e  NATIONAL WAR PRODUCTION pro- 
gram. To t h e  e x t e n t  t h a t  is a p p r o p r i a t e ,  
deve lop  t h i s  i n t o  a l i t t l e  ceremony and 
PLEDGE on t h e  p a r t  of  each member t h a t  he 
w i l l  p u t  t h e  FOUR STEPS t o  work. 

10 .  Wish group s u c c e s s  and adj ourn mec t i i l ~ .  

2 h r s .  
t o  h e r e  11. P a r t i ~ g  s h o t  : I F  THE WORKER HASN' T LEARNED, 

THE IIiSTXUCTOR HASN'T TAUGHT. 
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The use  o f  t h i s  m a t e r i a l  i n  t h e  
T r a i n i n g  S e s s i o n s  is i n d i c a t e d  by 
t h e  margina l  r e f e r e n c e  numbers.  

The f o l l o w i n g  m a t e r i a l  is p repa red  as a supplement  t o  t h e  i n f o r m a t i o n  
provided  i n  t h e  S e s s i o m  O u t l i n e .  These i l l u s t r a t i o n s  and a d d i t i o n a l  
p o i n t s  a r e  d e s i r a b l e  t o  u s e  t o  AMPLIFY and  CLARIFY i tems i n  t h e  S e s s i o n s  
O u t l i n e .  I l l u s t r a t i o n s  and s t o r i e s  o f  your  own d e a l i n g  wi th  PRACTICAL 
APPLICATION o f  i t ems  p r e s e n t e d  a r e  v e r y  d e s i r a b l e .  XQ i t em i n  t h e  out- 
l i n e  is  t o  be omi t t ed  o r  changed, however. A m p l i f i c a t i o n  and i l l u s t r a t i o n  
of  such i t ems  OFJLY a r e  i n  o r d e r .  

E s t a b l i s h i n g  a n  ini'or.%s: a t m o s p h ~ r e  and p u t t i n g  a group o f  peop le  a t  
e a s e  cannot  be a c c o n p l i s h e d b y s i m p l y ~ i a k i n g a s t a t e m e n t t h a t t h e y b e  a k s a s e .  

The n e n 5 e ~ s  of ) o u r  group a r e  a p t  t o  be  uneasy  m e a t a l l y  and sonewhat 
concerned as t o  why t h e y  a r e  p r e s e n t .  I n  many c a s e s  t h e y  p robab ly  were 
a s s i g n e d  t o  a t t e n d  t h e  meet ing .  They d i d  n o t  v o l u n t e e r .  

The p e r s o n a l  impress ion  t h a t  ycu make d u r i n g  t h e  f i r s t  5 o r  10  minutes  
is a b i g  f a c t o r  because i f  i t  is  f a v o r a b l e  i t  makes t h e  work e a s i e r  t o  c a r r y  
on.  I f  i t  i s  u n f a v o r a b l e ,  you must nake c 3 2 s i d e r a b l e  e f f o r t  l a t e r  t o  over- 
czxo t h i s  i z p r e s s i o n  . 

Lei. t h e  manner of  y m r  d e l i v e r y ,  your t o n e  o f  v o i c e  show c l e a r l y  t h a t  
goc a r e  i n  e a r n e s t ,  t h a t  yo3 f e e l  s t r o n g l y  about  t h e  impor-tance o f  t h e  work, 
and t h a t  yo2 f u l l y  r e s p e c t  t h e  p r e s e n t  knowledge and e x p e r i e n c e  of t h e  group.  
Here a r e  some i d e a s  from which you can work o u t  t h e  opening t a l k .  

1 .  E s t a b l i s h  your own i n d u s t r i a l  background by b r i e f l y  r e l a t i n g  
your  own i n d u s t r i a l  connection-if t h i s  is done whi l e  w r i t i n g  o r  
p r i n t i n g  your own name on t h e  b l a c k b o a r d ,  you can s e t  a p a t t e r n  
which each w i l l  n a t u r a l l y  fo l low.  

- Have each man t h e n  r e l a t e  h i s  own connec t ion  b r i e f l y ,  n o t  s o  
much t o  g e t  t h e  informa, t ion ,  bu t  t o  s e t  him a t  e z s e  s i n c e  i t  is  
something t h a t  he can do c o r r e c t l y  and e a s i l y .  

- Have e a c h m a n p r i n t h i s  nameanddepar tmen t  ( o r  company, i f  s e v e r a l  
companies a r e  r e p r e s e n t e d )  on a  c a r d  which is  p laced  b e f o r e  him 
a t  h i s  p o s i t i o n .  

- You can c l a im t h a t  your  own i n a b i l i t y  t o  remember names makes 
t h i s  e f f o r t  on t h e i r  p a r t  a  f a v o r  t o  you i n  conduc t ing  y o u r  work. 
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2. I f  p l a n t  r e g u l a t i o n s  pe rmi t  smoking, t r a i n e r s  may l i g h t  a p i p e  o r  
a c i g a r e t t e ,  t h u s  s e t t i n g  a n  example o f  i n f o r m a l i t y .  Remember, 
however,  t h a t  a p i p e  o r  a c i g a r e t t e  can  become a n u i s a n c e  t o  you 
w h i l e  t r y i n g  t o  t a l k  o r  w r i t e .  

- When you have s e t  t h e  exampls o f  i n f o r m a l i t y ,  g e t  r i d  o f  t h e  p i p e  
o r  c i g a r e t t e  u n t i l  l a t e r  i n  t h e  s e s s i o n s w h e n i t w i l l  n o t  i n t e r f e r e  
w i t h  conduc t ing  t h e  mee t ing .  

3. Be s u r e  t o  p o i n t  o u t  t h a t  w i t h  t h e  p r e s e n t  background o f  e x p e r i e n c e  
which t h e  group p o s s e s s e s ,  anyone would b~ b l u f f i n g  who presumed 
t o  be  a b l e  t o  improve t h e i r  p r a c t i c e s  o r  t h e i r  working s k i l l .  

- Your o n l y  purpose  is  t o  h e l p  them t o  make b e t t e r  u s e  o f  what t h e y  
now know. They v e r e  s e l e c t e d  because  o f  t h e i r  own s k i l l  and -- 
e x p e r i e n c e ;  t h e y  p robab ly  know more abou t  t h a t  t h a n  any o t h e r  
l i v i n g  p e r s o n .  

- They c e r t a i n l y  do kncw more abou t  i t  t h a n  you do.  

4. Avoid c lass room atmosphere a s  members a r e  mature  and r e s e n t  
any s u g g e s t i o n  o f  "school  t e a c h e r  and s c h o o l  boy" r e l a t i o n s h i p s .  
Avoid u s i n g  such  te rms  as " c l a s s .  '' " s t u d e n t ,  " "c lass room,  I '  

" t e a c h e r .  " Say r a t h e r  "group,  " "worker o r  l e a r n e r ,  " "get-to- 
g e t h e r ,  " "meet ing,  " " i n s t r u c t o r ,  " e t c .  TRAINING is a  normal p a r t  
o f  day-to--day s u p e r v i s i o n  - n o t  someth ing  " s p e c i a l "  o r  " a p a r t . "  
Think and speak  of  a t r a i n i n g  mee t ing  as any  o t h e r  meet ing con- 
c e r n i n g  PRODUCTION.  

5 .  T e l l  them you a r e  going  t o  d i s c u s s  shop problems-just as a group 
o f  shop  men-nothing highbrow. 

- There w i l l  be  a  chance a c t u a l l y  t o  t r y  o u t  t h e  i d e a s  and  p r a c t i c e s  
c l i scussed ,  and a  c e r t i f i c a t e  w i l l  be  i s s u e d  t o  t h o s e  who by f u l l  
a , t tendance and r easonab ly  good performance have q u a l i f i e d  as 
i n s t r u c t o r s .  

6. E x p l a i n  t h a t  n o t  s o  l o n g  ago you were "on t h e i r  s i d e  o f  t h e  t a b l e , "  
when you took  t h i s  t r a i n i n g  y o u r s e l f .  You know i t  is n o t  t o o  d i f f i -  
c u l t  t o  " g e t  on t o "  and have t r i e d  i t  o u t  i n  p r a c t i c e ;  i t  does  work. 
Your b e i n g  i n  a p o s i t i o n  " t o  p a s s  i t  a long"  is  g r a t i f y i n g .  It is a  
r e a l  p r i v i l e g e  t o  b e  t i e d  up w i t h  t h i s  a c t i v i t y .  



This I s  a War ~f Production 

The Un i t ed  S t a k e s  is s u p p l y i n g  an  army of  o v e r  1 1 , 0 0 0 , 0 0 0  and  p r o v i d i n g  
war goods a l s o  t o  o u r  a l l i e s .  Ii is n o t  j u s t  a q u e s t i o n  of  s u p p l i e s  f o r  a 
newsoldier-theremustbeaconstantstreamofwargoods, o f  food ,  o f c l o t h i n g  
t o  r e p l a c e  what is l o s t  o r  used  up .  

German equipment is well-made. It t a k e s  much good equipment f o r  o u r  
t r o o p s  who e n c o u n t e r  German t r o o p s .  

More and more equipment is needed i n  t h e  P a c i f i c .  

A s  p r o d u c t i o n  needs  mount, p r o d u c t i o n  problems become more d i f f i c u l t  

Exper ienced  men a r e  b e i n g  d r a i n e d  o u t  of  war p l a n t s .  The p roduc t ion  
expe r i ence  and  t h e  a b i l i t y  of  new p e o p l e  who come i n t o  p l a n t s  now a r e  con- 
s t a n t l y  l o w e r .  And t h i s  w i l l  g e t  worse .  

T r a i n i n g  must t h e r e f o r e  be b e t t e r - i t  must f i t  t h e s e  p e o p l e  i n t o  pro- 
d u c t i c n  q u i c k l y  s o  t h a t  t h e  s t r e a m  of  q u a l i t y  war goods does  riot s low down. 

Why Training is Vital to  Every Supervisor and Experiemed 

D i s t r i b u t e  a p r o b l e m s h e e t t o  each  member, and g i v e  a s h o r t  e x p l a n a t i o n  
of  i ts  purpose ,  i .  e .  : 

- A q u i c k  neans  t o  v i s u a l i z e  j u s t  where t r a i n i n g  can  h e l p  rem- 
edy common shop  problems.  

- Not t r y i n g  t o  e x p l o r e  e v e r y  p o s s i b l e  s i t u a t i o n  where t r a i n i n g  
can b e  h e l p f u l .  We w i l l  l o o k  a t  a. sma.11 sample o f  c u r r e n t  prob- 
lems .  Maybe r,o one has  o f  t h o s e  shown on t h e  l ist .  Maybe he  
h a s  o t h e r s  n o t  l i s t e d  h e r e .  For  now, l e t  u s  thin!: a l i t t l e  a b o u t  
t h o s e  l i s t e d .  

- Some of  t h e  i t e m s  a r e  beyond t h e  c o n t r o l  of  t h e  i n d i v i d u a l  mem- 
b e r s ;  o t h e r s  a r e d i r e c t l y i n  t h e i r  c o n t r o l .  Who is r e s p o n s i b l e  is 
n o t  t h e  q u e s t i o n .  Where t r a in i . ng  c a n h e l p  is t h e  ONLYpurposenow. 

Read each  problem unde r  "Product ion"  and a s k  members t o  p u t  a  check 
mark a g a i n s t  any  t h e y  have .  

- Then a s k  t h e  group how many i t e m  have  been checked.  Get a c t u a l  
r e p l i e s  from, pe rhaps ,  4 o r  5 members. 
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- Expla in  c a r e f u l l y :  "This  i s n o t  a n a t t e m p t  t o  ' d i g  i n t o '  o r  ' expose '  
yourp rob lems .  It is SOLELYto determine  t h e u s e f u l n e s s  of TRAIN- 
ING a s  a  p a r t  of EVERY s u p e r v i s o r ' s  j o b . "  

Then read  each problem under  S a f e t y  and fo l low t h e  same procedure  
a s  above. 

Do t h e  same f o r  Q u a l i t y  and Pe r sonne l .  

The v;hole purpose of t h e  s h e e t  is t o  s t i m u l a t e  more s p e c i f i c  t h i n k i n g  
abou t  t r a i n i n g  on t h e  a c t u a l  j o b s  on which members are engaged. 

Taking a l i t t l e  t ime now will g i v e  t h e  members a b e t t e r  s l a n t  on t h e  
subsequent  work o f  t h e  i n s t r u c t i n g  p rocedures .  

Don't z r g u e  o r  c a r r y  on any 1-cngthy ci iscussioris .  The s o l e  purpose or" 
t h e  use  of t k e  s h e e t  is t o  for,us s t t e n t i o n  on s p e c i f i c  a p p l i c a t i o n s  where 
t r a i n i n g  can p r o f i t a b l y  be used .  

K e e p i n m i n d t h a t  thesemen l i v e  c 1 c s e i o t h e i r o v ; ; ; n j o b s .  I n t h e  p r e s s u r e  
of o t h e r  t h i n g s  a l l  of u s  l o s e  s i g h t  of t h e  f a c t  t h a t  l a c k  of  p roper  t r a i n i n g  
causes  a l l  the problems l i s t e d  or? t h e  problem s h e e t s  and i n  f a c t  many more. 

Also remind t h e  members t h a t  t h e s e  d r a g s  on p roduc t ion  a r e  o f t e n  found 
wi th  workers who have been on t h e  job  l c n g  enough t o  he c l z s s e d  a s  exper i enced .  
They z r e  l i m i t e d  t o  new o r  y -  J e  e?-3 I -  men. 

A f t e r  checking a;ld d iscuss j .ng  t h e  i t ems  l i s t e d  on t h e  s h e e t ,  a s k  
members how many of t h e s e  p m - t i c u l a r  i t ems  can he  he lped  by b e t t e r  t r a i n e d  
workers .  

Close t h e  d i s c u s s i o n  wi th  t h e  d e f i n i t e  corlclusion: 

- That  about  80 p e r c e n t  o f  t h e s e  p a r t i c u l a r  shop problems could  be 
so lved  o r  a t  Leas t  he lped i f  t h e  s u p e r v i s o r  had a  b e t t e r  t r a i n e d  
work f o r c e .  

- That i f  a  s u p e r v i s o r  r e a l l y  wants  t o  t r a i n  h i s  peop le ,  no one can 
s t o p  him. I f  he d o e s n ' t  want t o  t r a i ~ ?  then ,  no one can make h i m  
g i v e  more than  " l i p  s e r v i c e t v  t o  t r a i n i n g .  
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HERE ARE SOME PROBLEMS THAT 

JOB INSTRUCTION TRAINING HAS HELPED SOLVE 

IN WAR PRODUCTION PLANTS 

Do you haue any similar problems o n  your job? 

0 

Product ion  Prob1e . i )~~  

Deliveries delayed because of errors  and mistakes by men making the parts. 
Men don't know their jobs. 
Mix-ups in trucl.:ing service. 
Pa r t s  returned by other departments because they were not made right.  
Operators have special problems because of engineering changes. 
Poor planning. 
Men have difficulty in getting up to production on new type equipment. 
Aisles too congested. 
Excessive wear and tear  on equipment. 

Safety equipment not properly used. 
Material not piled properly. 
Poor  shop housekeeping. 
Don't know safety rules. 
Men don't know hazards of their jobs. 
Mcn get careless. 
Minor inj'uries not reported. 

Meeting inspection standards. 
Too much scrap or  r e - w o ~ k  
J igs  and gauges not properly used. 
Not fallowing specifications. 
Too much left to operator's judgment. 

Men Iearc to  otlicr p1a:its-couldn't "get the hang" of the job. 
Xew inell and wornell l a ~ i i  espericnce in mechanical things. 
Lack interc:st in the work. 
h!ca want tra~sfers-tliiiik the!. call "nlalie out" better on other jobs. 
Claim to have good espxience but don't "con~e through." 
Too inuch t ime to get up to production. 
Inst~wcted wrong way. 
Can't get experienced men any more. 
Get discouraged learning the job. 

Most su~)ei~visors  say tha t  somewhere around 80 percent of these pi.oblems could be 
solved-01. a t  least helped-if they 1:nd a better trairiecl WW!~ force. 

IIow about yours ? 
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Pointers on Making Faulty Demon~trat iom 

The p u r p o s e  of p r e s e n t i n g  a f a u l t y  i n s t r u c t i n g  d e m o n s t r a t i o n  is to 
conv ince  t h e  members of t h e  g roup  t h a t  me re ly  " t e l l i n g "  o r  "showingll a 
l e a r n e r  is se ldom good i n s t r u c t i o n .  

These s u g g e s t i o n s  f o r  p r e s e n t i n g  a f a u l t y  d e m o n s t r a t i o n  of "Hour t o  t i e  
a f i r e  u n d e r w r i t e r s '  kno t "  a r e  t o  supp l emen t  t h e  material i n  t h e  S e s s i o n s  
Ou t , l i ne .  F i r s t ,  you must know how t o  t i e  t h e  k n o t  y o u r s e l f  and  b e  a b l e  t o  
d e s c r i b e  i t  c l e a r l y .  See  d i ag ram.  

B e f o r e  s t a r t i n g  t h e  f a u l t y  d e m o n s t r a t i o n s ,  be  s u r e  t o  u s e  t h e  " l e ad - in f !  
i d e a  as cove red  i n  t h e  S e s s i o n s  O u t l i n e ,  and  e ~ p h a s i z e  t h a t  t h i s  k n o t  demori- 
s t r a t i o n  is o n l y  i l l u s t r a t i v e - - a  s i r i p l e  job-- and  s h o u l d  be  a p p l i e d  t o  each  
member's own j o b .  

You must c a r r y  o u t  t h e s e  d e m o n s t r a t i o n s  w i t h  a r e a l i z a t i o n  t h a t  f r m  
y c u r  f i r s t  open ing  s t a t e m e n t  e v e r y  move you make h a s  a d i s t i n c t  and  i m p o r t a n t  
p u r p o s e .  The v h o l e  aim is t~ g e t  t h e  c o r r e c t  i n s t r u c t i n g  p r o c e d u r e  under-  
s t o o d  by t h e  members. 

You s h o u l d  b e  aware  o f  t h e  p r o g r e s s i v e  bu i ld -up  i n  t h i s  f i r s t  s e s s i o n ,  
which is  t o  g e t  i n  t h e  mind o f  e a c h  member: 

F i r s t  -a r e a l i z a t i o n  o f  t h e  a c u t e  need f o r  t r a i n i n g  on t h e  j o b ;  

Second-the impor t ance  o f  good i n s t r u c t i o n  t o  a s u p e r v i s o r ;  

T h i r d  -some o f  t h e  weaknesses  we f a l l  i n t o  i n  b r eak ing - in  w o r k e r s  
( t e l l - s h o w  a l o n e ) ;  

Four th - the  i n s t r u c t i n g  p r o c e s s  which is s u r e - f i r e  and  e a s i e r  t o  u s e  
t h a n  t h e  o t h e r s .  

Sugges t , i ons  on " t e l l i n g "  t o  t i e  t h e  k n o t .  

Speak s l o v l y  a n d d i s t i n c t l y  s o  no c r i t i c i s m  o f  y o u r  t e l l i n g  can  bemade .  

1. Take a p i e c e  o f  o r d i n a r y  t w i s t e d  lamp c o r d .  

2 .  I - I o l d i t v e r t i c a l l y w i t h  y o u r  l e f t  hand ,  between t h e  thumb and  f i r s t  
f i n g e r ,  6 i n c h e s  from t h e  end .  

3. Un twi s t  t h e  l o o s e  e n d s ,  f o rming  a V 

4 .  S t r a i g h t e n  t h e  l o o s e  e n d s  between t h e  thumb and  f i r s t  f i n g e r  o f t h e  
r i g h t  hand .  

5. Hold t h e  w i r e  a t  t h e  b e g i n n i n g  o f  t h e  V .  

6 .  Take t h e  r igh t -hand  l o o s e  end w i t h  t h e  r i g h t  hand ,  making a c lock-  
w i s e l o o p ,  bringingthelooseendacrossinfrontofthemainstrand. 
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7. S e e t h a t t h i s l o o p i s a b 0 u t 1 i ~ ~ h i n d i a m e t e r a n d t h e s t u b p r o t r u d e s  
t o  t h e  l e f t  o f  t h e  main s t r a n d  abou t  2 i n c h e s .  Hold t h e  w i r e  a t  
t h e  j u n c t i o n  o f  t h e  l o o p  and  t h e  main s t r a n d .  

8. Take t h e  o t h e r  l o o s e  end w i t h  you r  r i g h t  hand .  

9. Make a counter -c lockwise  l o o p .  To make t h i s  l o o p ,  p u l l  t h e  l o o s e  
end towardyou ,  p a s s i t u . n d e r n e a t h t h e s t u b ,  beh ind  t h e m a i n s t r a n d .  

1 0 .  P a s s  t h e  l o o s e  end t h r o u g h  t h e  r ight-hand l o o p ,  from back t o  f r o n t .  

1 1 .  Hold t h e  ends  e v e n l y  between t h e  thumb and  f i r s t  f i n g e r  of  t h e  
r i g h t  hand .  

1 2 .  P u l l  t h e  knot  t a u t .  

1 3 .  Shape t h e  knot  between t h e  thumb and f i r s t  f i n g e r  o f  t h e  l e f t  hand 
a s  i t  is p u l l e d  t a u t .  

Sugges t  i o n s  on "showinp," how t o  t i e  tt.h5 knot  . - 

The S e s s i o n s  O u t l i n e  g i v e s  enough d e t a i l  on "showing" t o  e n a b l e  you t o  
c a r r y  i t  on w i t h o u t  f u r t h e r  sugges t ions - - i f  you can t i e  t h e  k n o t .  

Examples o f  T e l l i n g  and Showing: 

Here a r e  s m e  ccmmon examples  p r o v i n g  t h a t  u n f o r t u n a t e  r e s u l t s  corne 
from t e l l i n g  when a  new Ran d o e s n ' t  " g e t "  t k e  i d e a s :  

1. E r e c t i n g a d e r r i c k  o n a  construction job--Thebosstoldahelperto 
s l a c k  o f f o n a  g u y w i r e .  What r e a l l y w a s  i n h i s m i n d w a s  t o  e q u a l i z e  
t h e  s t r a i n  on a l l  guys .  The man loosened  t h e  s h a c k l e  b o l t s  -- com- 
p l e t e l g  and t h e  whole s t r a i n  of  t h e  mast was on t h e  ONE guy. The 
d e r r i c k  f e l l .  F o r t u n a t e l y ,  no pe r son  was h u r t ,  b u t  h o u r s  o f  l a b o r  
had t o  be used  by an  e n t i r e  gang t o  g e t  back t o  where t h e y  were be- 
f o r e  t h e y  were " t o l d . "  

2 .  Remember t h e  one a b o u t  t h e  b o s s  i n  a r e p a i r  shop  " t e l l i n g "  t h e  new 
worker  t o  "go g e t  t h e  o l d  man." Of c o u r s e ,  a n  " o l d  man" used  by 
main tenance  Icen is  a tool-a p o r t a b l e  r i g g i n g  w i t h  a n  a d j u s t a b l e  
c lamping  device-which a c t s  a s  a hand power d r i l l  p r e s s .  I n s t e a d  
o f  a  s p e c i a l  r i g g i n g  f o r  d r i l l i n g  a  h o l e  i n  m e t a l ,  he  brought  t h e  
s u p e r i n t e n d e n t !  C o n s i d e r a b l e  e x p l a i n i n g  was needed b e f o r e  t h e  
s u p e r i n t e n d e n t  found o u t  what had happened! 

From y o u r  own e x p e r i e n c e ,  you can  p i c k  o u t  i l l u s t r a t i o n s  o f  a similar 
k i n d .  

-Do n o t  overdo i t .  'however.  Your purpose  is o n l y  t o  g e t  a r e a l i z a -  
t i o n  i n  t h e  members' minds t h a t  mere " t e l l i n g "  is n o t  a r e l i a b l e  
way t o  i n s t r u c t .  
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s i m i l a r l y ,  "showing" can be brought  o u t  by concre te  examples:  

-Showing a  man hox t o  pu t  p l a s t e r  on a wall- i t  l ooks  e a s y ,  but 
he p u t s  t h e  p l a s t e r  everywhere e x c e p t  where i t  shou ld  b e .  It 
won't  s t i c k  f o r  him. 

-Showing a  man how t o  t i e  a  package and break  t h e  twine-it  looks  
easy ,  b u t  he can be most awkward i n  h a n d l i n g  t h e  package and even 
c u t  h i s  hand t r y i n g  t o  break  t h e  twine .  

-Showing a  h e l p e r  how t o  s o l d e r  on s h e e t  metal-it  l o o k s  easy ,  
b u t  when t h e  h e l p e r  t r i e s ,  e v e r y t h i n g  goes wrong-sheets warp- 
s o l d e r  won' t  s t i c k ,  e t c .  

S e l e c t i o n  of  p r o p e r  methods f o r  an  i n s t r u c t i o n  j o b  is a s  impor tan t  a s  
s e l e c t i o n  of p roper  t o o l s  f o r  a  mechanical  j o b .  

Completing a  d e f i n i t e  s e r i e s  of  s t e p s  and o p e r a t i o n s  i n  an i n s t r u c t i o n  
j o b  i s  a s  impor tant  as  fo l lowing  t h e  s t e p s  o u t l i n e d  i n  an o p e r a t i o n  s h e e t  f o r  
a shop j o b .  

Pointers on  Making a Correct Demonstration of Good Instruction in W o w  t o  Tie a 
Fire Underwriters' Knot"  

So much depends on your  p u t t i n g  on an  i d e a l  demonst ra t ion  t h a t  you 
shou ld  be l e t t e r  p e r f e c t  i n  c a r r y i n g  it  o u t .  

Remember t h a t  eve ry  p o i n t  you w i l l  s t r e s s  l a t e r  i n  both t h e  breakdown 
and t h e u s e  o f t h e  f o u r  b a s i c  s t e p s m u s t  be c o v e r e d b y  t h i s  o n e d e m o n s t r a t i o n .  

When w e l l  done,  it is a  background t o  which you can r e f e r  d u r i n g  t h e  
remainder of t h e  s e s s i o n s .  

You w i l l  have t o  work out  e x a c t l y  how t o  emphasize each s t e p  

BE SURE t o  "put  over" your S t e p s  and Key P o i n t s  e x x t l y  a s  i n  t h e  b r i e f  
breakdown you w i l l  u s e  i n  S e s s i o n  11. N a t u r a l l y  you w i l l  no t  cover  every  
d e t a i l  a s  you d i d  i n  your " t e l l i n g "  demons t ra t ion .  

When i n s t r u c t i n g  your  "worker" you may u s e  t h e  terms "c lockwise"  and 
"coun te r  clockwise" o r  "right-hand1' and " l e f t -handw loop ,  as you wish .  The 
te rms "clockwise" and "coun te r  clockwise" a r e  recommended: however, j u s t  
because t h e i r  use s e r v e s  e x c e l l e n t l y  t o  show t h a t  " p e c u l i a r ,  " " l o c a l ,  I f  o r  
" t r i c k y "  terms and p a r t  names must be handled  w i t h  extreme c a r e .  There  a r e  
thousands of such te rms throughout  t h e  shops  o f  t h e  coun t ry .  L a t e r  i n  
S e s s i o n s  111, I V ,  and V you can e x p l a i n  t o  t h e  group t h a t  you used t h e s e  terms 
d e l i b e r a t e l y  t o  i l l u s t r a t e  t h i s  p o i n t .  I n  t h e  breakdown i n  S e s s i o n  11, 
r .  h .  and 1. h .  a r e  used  because t h e s e  a b b r e v i a t i o n s  a r e  s i m p l e r  t o  w r i t e .  
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S t e p  1. Demonst ra t ing  "P repa r ing"  t h e  worker:  

G r e e t  member n a t u r a l l y .  T e l l  him he is going  t o  assemble  
l i g h t i n g  f i x t u r e s  f o r  Army camps. The f i r s t  p a r t  o f  t h a t  
j o b  he  h a s  t o  l e a r n  is t h e  f i r e  u n d e r w r i t e r s '  k n o t .  

Ask him i f  he  knows what t h e  f i r e  u n d e r w r i t e r s '  kno t  is 
used f o r .  I f  he  d o e s n ' t ,  show him a completed k n o t .  

I l l u s t r a t e  how i t  f u n c t i o n s  t o  r e l i e v e  s t r a i n  on t h e  w i r e  
c o n n e c t i o n s  i n  e l e c t r i c a l  f i x t u r e s .  S t r e s s  t h a t  i f  HE 
d o e s  n o t  t i e  t h e  knot  p r o p e r l y  an  Army b a r r a c k s  may bu rn .  

I f  conven ien t  have t h e  man on t h e  i n s t r u c t o r ' s  r i g h t ,  s o  h e  
can now be moved t o  t h e  l e f t  - j u s t  t o  emphasize " c o r r e c t  
p o s i t i o n "  f o r  t h i s  j o b .  

S t e p  2. Demonstrat ing "P resen t ing1 '  t h e  new i n s t r u c t i o n  t o  t h e  Worker: 

a.  Untwist  and s t r a i g h t e n  t h e  two wires-hold v e r t i c a l l y  i n  
l e f t  hand a c c o r d i n g  t o  i n s t r u c t i o n s .  S t r e s s  t h e  key 
point-about 6 i n c h e s  f o r  t h i s  j o b .  

b. Make a  l oop  w i t h  w i r e  "B" ( s e e  F i g .  2 ) .  S t r e s s  t h a t  t h e  
l o o s e  end must l i e  a c r o s s  and  i n  f r o n t  of  t h e  main s t r a n d .  

c. Make l o o p  w i t h  w i r e  "A" ( s e e  F i g .  3 ) ,  and r e p e a t  slow1,y. 
S t r e s s  t h e  t h r e e  key po in t s -pu l l  toward you; p a s s  w i r e  
under  s t u b ;  and beh ind  t h e  main s t r a n d .  

d .  Put  end of  wire th rough  f i r s t  l o o p .  

e .  Demonstrate  how t o  t i g h t e n  t h e  k n o t .  S t r e s s  t h e  two key 
points-ends even;  kno t  snug  (See  F i g .  4 . ) :  

(1) You may have t o  r e p e a t  t h e  demons t r a t ion ,  showing how 
f i n g e r s  of  l e f t  hand a r e  u sed .  

( 2 )  C a l l  a t t e n t i o n  t o  f i n a l  appearance  of  kno t  

(3)  Show how t o  a d j u s t  kno t  t o  p r o p e r  p o s i t i o n  on w i r e .  

S t e p  3 .  Performance t r y o u t :  

a .  P rov ide  worker  w i t h  a  new l e n g t h  of  w i r e .  

b. & him t o  t i e  t h e  knot-do n o t  a s k  him i f  he  would l i k e  t o  
t r y  i t .  

c .  S t o p h i m i m m e d i a t e l y i f a n  i n c o r r e c t  p rocedure  i s d i s c o v e r e d  
and c o r r e c t  i t .  

- Make s u r e  h e  f o l l o w s  e x a c t l y  what you p r e s e n t e d .  I f  he  
becomes confused ,  t h e n  show and e x p l a i n  c o r r e c t  procedure  
u n t i l  t h e  f a u l t y  movements a r e  overcome. 
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- Q u e s t i o n  him t o  a s s u r e  y o u r s e l f  t h a t  h e  d o e s  unde r s t a , nd  
what you p r e s e n t e d - i f  he  mi s sed  i t ,  go back  f a r  enough 
t o  make i t  c l e a r .  

d .  Ask worke r  t o  t i e  t h e  k n o t  a g a i n ,  and  e x p l a i n  t o  you WHAT 
he  is  d o i n g  a n d  WY. I f  h e  d o e s  n o t  e x p l a i n  t h e  key  p o i n t s ,  
a s k  q u e s t i o n s  b e g i n n i n g  w i t h  "why, " "what ,  " "where ,  " 
"when, " t h a t  w i l l  r e q u i r e  a c o r r e c t  e x p l a n a t i o n .  

e .  Con t i nue  h a v i n g  him t e l l  you WHAT he  i s  d o i n g  a n d  WHY u n t i l  
you know he  knows t h e  j o b .  I t  may b e  n e c e s s a r y  f o r  him t o  
t i e  t h e  k n o t  5 o r  6 t i m e s .  

S t e p  4. Follow-up: I 
a .  Ask him t o  go  ahead  w i t h  t h e  j o b  on h i s  own. I 
b. E x p l a i n  t h a t  i f  h e  g e t s  s t u c k ,  h e  s h o u l d  s e e  you-no one  

e l s e .  You w i l l  b e  a v a i l a b l e  t o  h e l p  him.  I 

Fig. 

c. S e t  u p  t h e  s i t u a t i o n  as r e q u i r i n g  t h e  t y i n g  o f  t h e  k n o t  i n  
500 cords-a s h o p  p r o j e c t .  

d .  T e l l  him you w i l l  r e t u r n  i n  a few m i n u t e s  t o  s e e  how h e  is 
g e t t i n g  a l o n g .  

Here  is  a p i c t o r i a l  d e s c r i p t i o n  o f  t h e  k n o t  f o r  
y o u r  own u s e  i n  becoming c o m p l e t e l y  f a m i l i a r  w i t h  
i t .  I t  is n o t  f o r  p r e s e n t a t i o n  i n  t h e  s e s s i o n s  
t h 3 m s e l v e s .  

How t o  t i e  a f i r e  u n d e r w r i t e r s '  k n o t ,  u s i n g  s t a n d a r d  
2 - s t r and  t w i s t e d  lamp c o r d .  

S t e p s  &I the O p e r a t i o n  "Key P o i n t s 1 '  

1. U n t w i s t  and  About 6 i n c h e s  f o r  
st r s i g h t e n  e n d s .  t h i s  j o b .  ( S l i g h t  

d i f f e r e n c e s  i n  l e n g t h  
- Hold i n  l e f t  hand a t  w i l l  n o t  make o r  b r e a k  

p o i n t  "C" ( F i g .  1) . t h e  j o b .  ) 



S t e p s  i n  t h e  O p e r a t i o n  "Key P o i n t s "  

2 .  Make R .  H .  l o o p  i n  Cross  i n  f r o n t  of  main 
r i g h t  hand w i r e  (Wire s t r a n d  ( F i g .  2 ) .  

-  old w i r k  a t  j unc- 
t i o n o f  Yoopandmain 
st  r and .  

r e m a i n i n g  w i r e  ( W i r e  

Pas s  under  s t u b  pro- 
t r u d i n g  t o  l e f t .  

Behind main s t r a n d .  

4.  Pu t  end of wire "A" 
t h rough  f i r s t  l o o p .  
( F i g .  3 )  

5 .  P u l l  t a u t .  
- Take wire e n d s  ("A" 

and "B") i n  f i n g e r  
and thumb o f  r i g h t  
h a n d  a n d  h o l d  
s t r a n d e d  wire a t  Ends even ( F i g .  4 ) .  

- Use thumb and  f i r s t  
f i n g e r  o f  l e f t  hand 
t o  make l o o p s  l i e  
n e a t l y  a n d  s n u g l y  
a c r o s s  t h e  m a i n  
s t r a n d ,  and t o  ad- 
j u s t  t h e  kno t  t o  ap- 
p rox ima te ly  6 i n c h e s  
from t h e  ends  o f  t h e  Knot snug .  
w i r e s .  



TRAINING WITHIN jNDUSTRY SERVICE 
BUREAU OF TRAINING 

W A R  M A N P O W E R  C O M M I S S I O N  

JOB INSTRUCTION 

INDUSTRIAL 
SAMPLE JOB BREAKDOWNS 

Here a r e  some examples o f  J o b  Breakdowns and a Time T a b l e  which have  
deve loped  and  used  by War P r o d u c t i o n  p l a n t s :  

- Keep t h i s  s h e e t  f o r  r e f e r e n c e .  

- S t a r t  b r e a k i n g  down y o u r  own o p e r a t i o n s .  

- Use t h e s e  a c t u a l  samples  as a guide  f o r  your  own breakdowns. 

Example 1 
TRAINING TIMETABLE 

.s is how one s u p e r v i s o r  made up a  TIMETABLE f o r  t r a i n i n g  h i s  
& j o b s  o r  u n i t s  of 3 job can be worked ou t  t h e  same way.) 

ns  t h e  worker can already 

- means he d o e s n ' t  need t o  know t h e  job.  - 
11-1, 11-15. e t c . .  i n d i c a t e s t h e d a t e s  t h e s u ~ e r -  

v i s o r  has  s e t  f o r  h: 
h i s  men TRAINED t o  

A job s e t t e r  
He uses  t h i  

se s m a l l e r  u  
Example 2f Example 3 a  : 

JOB BREAK-DOWN SHEET FOR TRAINING MAN ON NEW JOB 
f- -= 

PART: S h a f t  OPERATION: In-feed g r i n d  on c e n t e r l e s s  g r i n d e r  1- 
- -- 

IMPORTANT STEPS I N  THE OPERATION 

1. P l a c e  p i e c e  on ' p l a t e  a g a i n s t  
r e g u l a t i n g  wheel 

-- . - - - - 
KEY PC~INTS 

Key p o i n t :  Anything i n  a  s t e p  
t h a t  m l ~ h t -  

S t e p :  .A l o g i c a l  segment o f  t h e  
o p e r a t l o n  when something h a p  
pens t o  ADVANCE t h e  work 

2 .  Lower l ever - feed  

s p e c i a l  i n f o r m a t i o n .  ORTANT STEP: 

3.  Raise  l e v e r - r e l e a s e  
- 

kep: A l o g i c a  

I operation wh 
pens t o  ADVA 

"Knackl 'don '  t c a t c h  on wheel 

-- - -- - - Select holde 

k u ~ h  c u t  

4. Gauge p i e c e s  p e r i o d i c a l l y  More o f t e n  a s  a7proach t o l m  
~ Finish c u t  

5. Read jus t  r e g u l a t i n g  wheel a s  
r e q u i r e d  

- 

6. Repeat above u n t i l  f i n i s h e d  
-- --. 

7. Check 

Watch-no back l a s h  

I 
A l e a d m a n i n a m a c h i n e  shop d i d  t h i s  b reakdown i n 5  minu tes .  
T h i s  leadman u s e s  t h i s  break-down " a s  is" 

prev lous  e x p e r i e n c e  on c e n t e r l e s s  g r i n d e r s .  
o t h e r  m i l l i  

For  green men h e  b r e a k s  up t h e  o p e r a t i o n  i n t o  s e v e r a l  
u n i t s . "  He s t r i k e s  o f f a d e t a i l e d b r e a k a o w n  f o r  each u n l t .  lt" by i t s e l f  



IOB BREAK-DOWN SHEET FOR TRAINING MAN ON NEW JOB 
Bench l a t h e  j o b - d r i l l .  bore ,  

Governor Erake Disc OPESATION: ream and f a c e  
- 

c i a l  i n f o r s a t i o n .  
?' 

Chucksquarely-no chip-, n o n i c k s  

Low speed 

-- 
L i p s  evsn .  Feed even.  High f o r  

c h i p  c l e a r a n c e .  Clean d r i l l  

+'Reverse p i e c e  
1 I Lz I Fced even and slow 

e u y o  Enough s t o c k  - f o r  reamlng -- -. - -- 
Feed even ly .  I f  b c l l  s h a p e ~ ,  

check t o o l  

set c ross ,  s l i d e  .. 
Keep "drag" f o r  

,. Turn 
-----A- t good f i n i s h  

-. .. . I Keep "drag" f o r  f i n i s h  -- - 

Gauge h o l o - p l u g  gauge Never remove p iece-" fee l"  

p c k  - -- 

b. Remove and p l a c e  i n  t r a y  I Don't  d rop  

I 
A job s e t t e r  i n  a  machine shop d i d  t h i s  break-down i n  9 minutes.  
He u s e s  t h i s  breakdown "as is" f o r  workers  who have had o t h e r  

x h  l a t h e  exper ience .  
For g reen  men he  uses  one o r  two o f  t h e  jbovo s t e p s  a s  a  s e p a r a t e  

makes a s e p a r a t e  d e t a i l  break-down f o r  each o f  

h i s  d e t a i l e d  preak-down f o r  "chuckin<."  w JOB r-7-~~-~ ----- -p---.p-p - -. -. 

d e r  

====! Example 4 
i n  a  s t e p  f JOB B R M - D O W N  SHEET FOR TRAINING MAN ON NEW JOB 

job .  L?T: S l i d e  Base 235310 OPERATION: M i l l  D o v e t a i l  
e r  to dfi. 

-- -- 

" t r i c k ,  KEY POINTS 
b i t  of Key p o i n t :  Anything i n  a  s t e p  

~ W R T A N T  STEPS I N  THE OPERATICN 
t ~ ~ ~ e m ~ ~ h ~ ~ a k  the job.  'fep: A l o g i c a l  segment o f  t h e  1,jUr, t h e  worker. operat ion when something hap- ~~b~ t h e  work e a s i E r  to do,  ! P a s  t o  ADVANCE t h e  work < 1 1. e . ,  -'knack, v v t r i c k , l o  

on wheel 
. -- 

s p e c i a l  t iming ,  b i t  o f  spe- 
(count 1- c i a l  in format ion .  

t Small-minimize c h a t t e r  

Select  h o l d e r  p a r a l l e l ?  Narrow-yet t o  g i v e  good ho ld  
- . . - - -- -- 

f Place p i e c e  i n  v i s e  I Check w i t h  t i s s u e  -- 

- - L o u g h  c u t  -. ~ - 

-- 

+f T r i a l  f i n i s h  c u t  Check-make c o r r e c t i o n  

F i n i s h  wi thout  s t o p p i n g  I-- 
): Remove from v i s e  I 

b e  b u r r s  

_-- 
l- - -_ _ 

t e s .  jmi An e x p o r i c i x e d  workman i n  a machine shop made t h i s  breakdown i n  
. n u t e s .  

have nad 

i , This  i n s t r u c t o r  uses  t h i s  break-down "as  is" f o r  v:orZers who have 
o t h e r  m i l l i n g  machine experience.  

lstruCtin ,:?,itE~r g r e e n  men each o f  t h e s e  s t e p s  might c o n s t i t u t e  an i t i n s t r u c t i n g  
by i t s e l f  and r e q u i r e  a  s e p a r a t e  d e t a i l  break-down. 

e- I .,:,.Example 4a shows t h e  d e t a i l e d  break-down f o r  S t e p  4,  above, Rough 

I 

JOB BREAK-DOWN SHEET FOR TRAINING MAN ON NEW JOB 

PART: Governor Brake Disc OPERATION: Chucking f o r  Lztho Job 

IMPORTANT STEPS I N  THE OPERATION 
Step :  A l o g i c a l  segment o f  t h e  

o p e r a t i o n  when something hap- 
pens t o  ADVANCE tho  work 

1. Open jaws 

2. Clean ou t  c h i p s  

3 .  S e t  p i e c e  i n  jaws 

4 .  Adjust  jaws t o  p i e c e  
-- - -- . - -- 

5 .  Try f o r  balance 

6.  F i n a l  t igh ten- j  aws 

.. 
KEY PflLNTS 

Key ~ o i n t :  Anything i n  a s t e p  
t h a t  m i ~ h t -  
M3ke o r  break t h e  job. 
I n j u r e  t h e  worker. 
hlake t h e  w o ~ k  e a s i e r  t o  do ,  

i .  e . .  knack,"  " t r i c k , '  
s p e c i a l  t iming ,  b i t  o f  spe- 
c i a l  in format ion .  

Wrench f u l l  i n t o  s o c k e t s  
- 

Use brush-not hands 
Get a l l  ou t  

Even p r e s s u r o  a l l  round-not t o o  
tight 

-- - 

Must c e n t e r  

Must ho ld  a g a i n s t  p u l l  o f  cut- 
t inp.  t o o l s  

Example 4 

JOB BREXK-DOWN SHEET FOR TRAINING MAN ON NEW JOB 

PART: S l i d e  Base 235310 OPERATION: Rough c u t  f o r  M i l l i n g  D o v e t a i l  

IMPORTANT STEPS I N  THE OPER4TION 
Step :  A l o g i c a l  segment o f  t h e  

o p e r a t i o n  when something hap- 
pens t o  ADVANCE tho  work 

1. Run up t a b l e  by hand 

2 .  Feed 1 inch  by hand 
-- 

3. S top  machine and run back 
t a b l e  

4.  Check c u t  

5. S e t  feed  

5 .  S t a r t  machine 

7 .  F i n i s h  c u t  

3. Check 

~ 

KET POINTS 
Key p o i n t :  Anything i n  a step 

t h a t  might- 
Make o r  break t h e  job.  
I n j u r e  t h e  worker. 
Make t h e  w o r k e a s i t r  ;o do. 

i. e . ,  "knack, t r i c k ,  
s p e c i a l  t iming ,  b i t  of  s p e  
c i a l  in format ion .  

Slow when n e a r i n g  c u t t e r s  

Never run t a b l e  back whi le  
c u t t e r s  a r e  ~ n  u s e  

-- 

Loca t ion  and f i n i s h  
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How t o  Comment Constructively om Practice Instruction Demonstrations 

1. BEFORE t h e  demonst ra t ion  s tarts:  

a .  D i s t r i b u t e  breakdown s h e e t s .  

b .  Ask members t o  j o t  down what t hey  can "ca t ch"  of t h e  STEPS and 
KEY POINTS of  t h e  o p e r a t i o n .  

- Review a s  is necessa ry  what a "key p o i n t "  i s ;  i .  e . ,  something 
t h a t  is  t h e  "key" t o  t h e  r i g h t  do ing  of  a s t e p .  Remember, 
however, t h a t  e v e r y  l i t t l e  p o i n t  o r  p r e c a u t i o n  is n o t  a key 
p o i n t .  

c .  Ask them t o  fo l low t h e i r  "How t o  I n s t r u c t "  c a r d s  and n o t e  any 
e r r o r s  and omiss ions .  

2 .  Call on a member t o  pu t  on h i s  demons t r a t ion .  

a .  C a l l  f o r  v o l u n t e e r  t o  s e r v e  as "worker ."  

Note:  See that ecrch member .wves as the "ulorker" i n  one demonstration. 
See that the "~clorksr" doe-s NOT knozcj the job wherewr possible. 

b .  Caut ion  " i n s t r u c t o r "  t o  have e v e r y t h i n g  ready and i n  o r d e r .  

c .  Ask him t o  s t a t e  t h e  JOB SETTING f o r  h i s  demons t r a t ion .  

d .  Ask him f o r  h i s  j ob breakdown. 

- Expla in  t h a t  you j u s t  want t o  s e e  i f  he had caugh t  t h e  "knack" 
of  b r e a k i n g  down t h e  j ob-that you w i l l  r e t u r n  t h e  s h e e t  t o  him. 

e .  Have a  supp ly  of breakdown s h e e t s  f o r  your  owi~ u s e .  

- J o t  down a s  t h e  i n s t r u c t i o n  proceeds  bo th  impor t an t  STEPS a n d '  
KEYPOINTS a s  you can c a t c h  them f r o m t h e d e n o n s t r a t i o n .  DON'T 
CGTY t h e  member's breakdown. Make your  own. Th i s  w i l l  pro- 
v i d e  an  i n t e r e s t i n g  comparison and b a s i s  f o r  your  comments. 

Makenotesonthesamebreakdownsheetsastoerrors, omiss ions ,  
and mis t akes  you have observed  i n  t h e  GET READY p o i n t s  and 
keep  STEPS I1 and I11 n o t e s  i n  p a r a l l e l  columns, s o  you can 
compare p o i n t s '  CHECKED a g a i n s t  p o i n t s  PRESENTED. (See  page 
66. ) 

3 .  AFTER t h e  demonst ra t ion ,  comment as f o l l o w s  ( a l l o w  10 m i n u t e s ) .  



Thank t h e  "worker" f o r  h i s  c o o p e r a t i o n  and l e t  him r e t u r n  t o  h i s  
p l a c e .  Ask t h e  " i n s t r u c t o r "  t o  l e a v e  h i s  demons t r a t ion  j  ob set-up 
and remain a t  t h e  f r o n t .  

a .  STEP 1-PREPARE THE WORKER 

To Group - L e t ' s  rev iew t h i s  demons t r a t ion  wi th  o u r  & s t e p  
method. 
L e t ' s  l ook  a t  S t e p  1 on o u r  c a r d s .  

S e l e c t  f o r  comment from t h e  f o l l o w i n g  a s  a p p r o p r i a t e :  

To Group - 

To 3 Member - 

To Group - 

To Member - 

To Worker - 

- What is t h e  f i r s t  i t em? 
( P u t  him a t  e a s e . )  

- Was t h i s  n a t u r a l ,  o r  overdone,  o r  poor ly  done? 
(Group ' s  answer.  ) 

- What is t h e  second i tem? 
( S t a t e  t h e  j o b ,  e t c .  ) 

- What was t h e  j o b  t h e  worker  had t o  l e a r n ?  
(Member's answer.  ) 

- How much d i d  t h e  worker  know about  i t ?  
(Member's a n s w e r . )  

- The t h i r d  i t em on t h e  c a r d  is-"Get him i n t e r e s t e d  
i n  l e a r n i n g  j o b .  " 

- How d i d  t h e  i n s t r u c t o r  g e t  t h e  worker i n t e r e s t e d  
i n  t h i s  c a s e ?  
(Member's a n s w e r . )  

- What is t h e  l a s t  i t e m  under  S t e p  l ?  
( P l a c e  i n  c o r r e c t  p o s i t i o n . )  

- Vlere you i n  t h e  b e s t  p o s i t i o n  t o  s e e  t h e  j o b ?  
(Worker ' s  a n s w e r . )  

b.  STEP --PRESENT THE OPERATION 

To Group - - L e t ' s  s e e  how t h e  j o b  was p r e s e n t e d .  

S e l e c t  f c r  comment from t h e  f o l l o w i n g  a s  a p p r o p r i a t e :  

To Group - - What is  t h e  f i r s t  i t e m  under  S t e p  2? 
( T e l l ,  show, and i l l u s t r a t e  one IMPORTANT STEP a t  
a t i m e . )  
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- How many impor t an t  s t e p s  d i d  you c a t c h ?  
(Answers from s e v e r a l  members. I f  a d i f f e r e n c e  
e x i s t s ,  i t  s e r v e s  your  purpose e x c e l l e n t l y .  I n  
any c a s e ,  s a y :  Suppose we h o l d  t h e  d i s c u s s i o n  on 
h o w e a c h i m p o r t a n t  stepwaspresenteduntillater.) 

o  Group - 

'& Worker 

STEP 3 c,. - 

To Group - 

- What is t h e  second i tem? 
( S t r e s s  each KEY POINT.) 

- How many key p o i n t s  d i d  you c a t c h ?  
(Answers from s e v e r a l  members. I f  a  d i f f e r e n c e  
e x i s t s ,  i t  s e r v e s  your  purpose e x c e l l e n t l y .  I n  
any e v e n t ,  s a y :  L e t ' s  d i s c u s s  t h e  key p o i n t s  l a t e r  
when we l o o k  a t  t h e  Impor tant  S t e p s . )  

- What is t h e  las t  i tem under  S t e p  2? 
( I n s t r u c t  c l e a r l y ,  comple te ly  a n d p a t i e n t l y ,  e t c . )  

- Were t h e  i n s t r u c t i o n s  c l e a r ,  u n d e r s t a n d a b l e ,  com- 
p l e t e  o r  is  t h e r e  more in fo rma t ion  you would l i k e  
t o  have? 
(Worker 's a n s w e r . )  

- TRY OUT PERFORMANCE 

- The f i r s t  i t em on t h e  c a r d  under  S t e p  3 "Try ou t  
Performance" is-"Have him do t h e  job-correct  
e r r o r s .  " 

S e l e c t  f o r  comment from t h e  f o l l o w i n g  a s  a p p r o p r i a t e :  

To g Member - Were any e r r o r s  c o r r e c t e d  t h e  f i r s t  t ime t h e  worker - 
performed t h e  j o b ?  
(Member's answer.  ) 

I f  a p p r o p r i a t e ,  a s k :  
- What were they?  

(Member's a n s w e r . )  

To Group - - What is  t h e  n e x t  i t em under  S t e p  3? 
(Have him e x p l a i n  each KEY POINT, e t c . )  

- Was each KEY POINT e x p l a i n e d  by t h e  worker o r  d i d  
he m i s s  some? 
(Answers from s e v e r a l  members. I f  a d i f f e r e n c e  
e x i s t s ,  i t  s e r v e s  your  purpose e x c e l l e n t l y .  I n  
any even t  s a y :  L e t ' s  s a v e  t h e  d i s c u s s i o n  on check- 
i n g  t h e s e  Key P o i n t s  u n t i l  l a t e r . )  
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To Worker - - What's t h e  n e x t  i t e m  unde r  "Try o u t  Performance"? 
(Make s u r e  h e  u n d e r s t a n d s . )  

- Do you u n d e r s t a n d  all t h e  key p o i n t s  o f  t h i s  j o b  
o r  a r e  you hazy  a b o u t  some? 
(Worker 's  answer .  ) 

To G r o x  -- - How many t i m e s  d i d  t h e  i n s t r u c t o r  have  t h e  worker 
do t h e  j o b  and  e x p l a i n  t h e  key  p o i n t s ?  
(Group ' s  a n s w e r . )  

To I n s t r u c t o r  - What i s  t h e  l a s t  i t e m  i n  t h i s  s t e p ?  - 
(Con t inue  u n t i l  YOU know HE knows.)  

- Why were you s a t i s f i e d  t h e  worker  knew t h e  j o b  i n  
t h i s  c a s e ?  
(Worker d i d  t h e  j o b  and e x p l a i n e d  i t  a g a i n  and 
a g a i n  u n t i l  h e  knew i t  p e r f e c t l y . )  

d .  STEP --FOLLOW UP 

To Group - - L e t ' s  l ook  a t  S t e p  4  of  o u r  method. What is i t ?  
(Fol low u p . )  

S e l e c t  f o r  comment from t h e  f o l l o w i n g  a s  a p p r o p r i a t e :  

To 2 Member - What's t h e  f i r s t  i t em?  - 
( P u t  bin? on h i s  own. Des igna t e  t o  whom h e  goes f o r  
h e l p .  ) 

- To whom d o e s  t h e  wo,rker go i n  t h i s  c a s e ?  
(Member's answer .  ) 

To I n s t r u c t o r  - The n e x t  i t e m s  on ' the  c a r d  are: - 
Check f r e q u e n t l y .  Encourage q u e s t i o n s .  

- How soon  w i l l  you have t o  check? 
( I n s t r u c t o r ' s  a n s w e r . )  

- The last  i t e m  i n s t e p  4 is "Taper o f f  e x t r a  coaching  
and  c l o s e  follow-up . I '  

- How would you t a p e r  o f f  you r  follow-up d u r i n g  t h e  
n e x t  s e v e r a l  hours -severa l  days?  
( I n s t r u c t o r ' s  answer .  ) 
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e .  REVIEW THE USE OF JOB BREAKDOWN I N  STEPS 2 and 3 

To Group 

To 5 Member - 

- L e t ' s  review how t h e  J o b  Breakdown was used  i n  
t h i s  c a s e .  

- Our c a r d  t e l l s  us  under  S t e p  2 "Presen t  t h e  opera- 
t i o n  t o  STRESS each KEY POINT." 

- And under  S t e p  3 "Try o u t  Performance t o  have him 
EXPLAIN each  KEY POINT." 

- I n  o r d e r  t o  f i n d  ou t  i f  each  key p o i n t  was p r o p e r l y  
hand led ,  l e t ' s  s low down t h e  j o b ,  and look  a t  each 
impor t an t  s t e p  one a t  a t i n e .  

- A s  I caught  t h e  i n s t r u c t i o n  t h e  f i r s t  Impor tant  
S t e p  was- 

- What keg  p o i n t s  d i d  t h e  i n s t r u c t o r  s t r e s s  i n  t h a t  
impor t an t  s t e p ?  
(Member's answer .  ) 

- What key po i r i t s  d i d  t h e  worker e x p l a i n  when he 
p e r f o r z e d  t h a t  i n p o r t a n t  s t e p ?  
(Member's a n s w e r . )  

- The l a s t  i t em on t h e  c a r d  rsminds u s  " I f  worker 
hasn '  t l e n r n e d ,  t h e  i n s t r u c t o r  hasrLJ  t t a u g h t .  ' I  

- L e i ' s  t u r n  c u r  c a r d s  ove r  t o  t h e  o t h e r  s i d e .  

f .  THE GET READY POINTS 

S e l e c t  a s  a p p r o p r i a t e  from t h e  fo l lowing :  

To I n s t r u c J ~ y  - What is t h e  f i r s t  Get Ready P o i n t ?  
(Have a Time Tab le .  ) 

- How does  t h i s  j o b  i i t  i n t o  your  t r a i n i n g  p l a n s ?  
( I n s t r u c t o r ' s  answer.  ) 



- What a r e  you go ing  t o  g i v e  him n e x t ?  
( I n s t r u c t o r ' s  a n s w e r . )  

- Why a r e  you go ing  t o  g i v e  him t h a t  p a r t i c u l a r  
o p e r a t i o n ?  
( I n s t r u c t o r ' s  a n s w e r . )  

- When a r e  you go ing  t o  t r a i n  him by it? 
( I n s t r u c t o r ' s  a n s w e r . )  

- The n e x t  Get Ready p o i n t  on t h e  c a r d  is  "Break down 
t h e  j o b . "  

- We have j u s t  reviewed t h e  b reakdom f o r  t h i s  j o b .  

To I n s t r u c t o r  - Were t h e r e  any p o i n t s  brought  o u t  i n  o u r  d i - scuss ion  - 
of  t h e  breakdown t h a t  would make t h e  j o b  e a s i e r  
f o r  you t o  p g t  ove r  i f  you had t o  i n s t r u c t  t h e  
x o r k e r  a g a i n ?  
  instructor.'^ a n s x e r .  ) 

- What, f o r  i n s t a n c e ?  
( I n s t r u c t o r ' s  answer .  ) 

To Worker - -- 

To a Member 

- Did ou r  d i s c u s s i o n  h e l p  c l e a r  up any p o i n t s  f o r  you? 
(Worker ' s  answer .  ) 

-- i l / l l l  you i l l u s t r a t e ?  
(Vlorker 's afiswer. ) 

- What is  t h e  t h i r d  Get Ready p o i n t 7  
(Have e v e r y t h i n g  r e a d y . )  

- Viere t h e r e  any fumbles-did t h e  i c s t r u c t o r  f o r g e t  
m y t h i n g ?  
(Member' s answer .  ) 

- Kh3tJ s t h e  l a s t  Get Ready p o i n t ?  
(Have t h e  work p l a c e  p r o p e r l y  a r r3nged .  ) 

-- L!id t h e  i n s t r u c t o r  h a - ~ e  t o  c h m g e  -the work p l a c e  
d u r i n g  t h 2  i n s t r u c t i o n  o r  a p o l o g i z e ?  
(Member' s answer .  ) 

- What e f f e c t  w i l l  t h i s  k i n d  o f  i n s t r u c t i o n  have  on 
p r o d u c t i o n ,  q u a l i t y ,  s a f e t y ,  axd on p e r s o n n e l  
problems? 
(Answers and r e a s o n s  f  roin s e w  r a l  rnmbers  . ) 

To I n s t r u c t o r  - Will t h i s  4-s tep  method h e l p  you i n  t r a i n i n g  your  - 
wol-!: f o r c e ?  
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- Thank i n s t r u c t o r  f o r  b r i n g i n g  i n  t h e  j o b  and 
remind him tha,t t h e  comments and s u g g e s t i m s  were 
n o t  i n t ended  t o  be p e r s o n a l .  They were d i r e c t e d  
a t  t h e  j o b  f o r  t h e  pu rpose  of  b r i n g i n g  o u t  t h e  
" f i n e  p o i n t s ' '  and "knacks" i n  j  ob i n s t r u c t i o n .  

Suggestions Regarding The Standard Procedure 

The f i r s t  demons t r a t ions  i n  Sess ion  I11 w i l l  have many f l a w s .  The 
t r a i n e r  w i l l  have t o  p i c k  o u t  a  few of t h e  more b a s i c  ones and d r i v e  home h i s  
c o n s t r u c t i v e  s u g g e s t i o n s  conce rn ing  them. I f  he  t r i e s  t o  c o r r e c t  eve ry  
l i t t l e  d e t a i l  i n  t h e s e  e a r l y  demons t r a t ions ,  t h e  t ime  t a b l e  f o r  t h e  s e s s i o n  
willbeaffectedadverselybut, w h a t ' s m o r e i m p o r t a n t ,  n e i t h e r t h e i n s t r u c t o r  
n o r  t h e  group w i l l  be a b l e  t o  r e t a i n  a l l  t h e  i d e a s  d i s c u s s e d .  Don' t  t r y  t o  
make t h e  f i r s t  demons t r a t ions  l e t t e r  p e r f e c t .  S e l e c t  a  few of  t h e  b a s i c  
f a u l t s  i n  each of t h e  e a r l y  demons t r a t ions  and r e a l l y  c o r r e c t  them. It 
may even mean t h a t  t h e  t r a i n e r  w i l l  have t o  l e a v e  o u t  d i s c u s s i n g  some of  t h e  
i t ems  i n  t h e  s t a n d a r d  p rocedure  i n  o r d e r  t o  d r i v e  home t h e  p o i n t s  s e l e c t e d .  
The t r a i n e r  should  be more and more e x a c t i n g  i n  a  f r i e n d l y  way as t h e  demon- 
s t r a t i o n s  p r o g r e s s ,  c o r r e c t i n g  t h e  minor d e t a i l s  as t h e  members show t h a t  
t h e y  have mastered t h e  b a s i c  i d e a s .  It is n o t  u n t i l  t h e  demons t r a t ions  i n  
S e s s i o n  V t h a t  he does  n o t  l e t  any f a u l t  go by u n n o t i c e d .  I f  t h e  t r a i n e r  
h a s  done a good j o b  o f  d r i v i n g  home h i s  s u g g e s t i o n s  a few a t  a t i m e  i n  t h e  
e a r l y  demons t r a t ions ,  t h e r e  w i l l  be few p o i n t s  needing  c o r r e c t i o n  i n  
S e s s i o n  V .  

The fo l lowing  a r e  some d e v i c e s  t h a t  t r a i n e r s  have found h e l p f u l  i n  
making t h e  d i s c u s s i o n s  i n t e r e s t i n g  a s  w e l l  a s  b e i n g  e f f e c t i v e  i n  d r i v i n g  
home p o i n t s .  

1. Ask t h e  worker abou t  p o i n t s  t h a t  were n o t  made c l e a r  by t h e  i n s t r u c -  
t o r .  This  p r o v i d e s  a n i c e  l e a d  i n  t o  " I f  t h e  worker h a s n ' t  l e a r n e d ,  
t h e  i n s t r u c t o r  h a s n ' t  t a u g h t .  " 

2 .  I f  t h e  group h a s  d i f f i c u l t y  n o t i n g  t h e  Impor tant  S t e p s  and  Key 
P o i n t s  a s  a  demons t r a t ion  is pu t  on,  remind them when a j o b  is 
p r e s e n t e d  one Impor t an t  S t e p  a t  a  t ime w i t h  t h e  key p o i n t s  r e a l l y  
s t r e s s e d  i t  p e r m i t s  everyone t o  c a t c h  t h e s e  d e t a i l s .  

3.  F requen t ly  when d i s c u s s i n g  t h e  h a n d l i n g  o f  a  key p o i n t  t h a t  t h e  
worker f o r g o t ,  t h e  i n s t r u c t o r  w i l l  s a y  t h a t  he " t o l d "  t h e  worker  
about  i t .  T h i s  p r o v i d e s  a  good o p p o r t u n i t y  f o r  t h e  t r a i n e r  t o  
d r i v e  home t h e  need f o r  s t r e s s i n g  key p o i n t s  and n o t  merely mention-  
3 them. 

4. Where t h e  i n s t r u c t o r  h a s  n o t  been t o o  e x a c t i n g  i n  g e t t i n g  back an 
e x p l a n a t i o n  of t h e  key p o i n t s  i n  a  j o b ,  t h e  t r a i n e r  might r e f e r  t o  
t h e  c a r d  and a s k  t h e  i n s t r u c t o r  how he  can be  s u r e  t h a t  t h e  worker  
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u n d e r s t a n d s .  T h i s  w i l l  g i v e  t h e  t r a i n e r  a chance t o  s e l l  t h e  i d e a  
t h a t  workers  s h o u l d  be  a b l e  n o t  o n l y  t o  t h e  j o b  b u t  u n d e r s t a n d  -- 
"what t h e y  a r e  d o i n g  and why." 

A s  you g a i n  e x p e r i e n c e  i n  u s i n g  t h e  s t a n d a r d  p rocedure  you may wish  
t o  va ry  t h e  a c t u a l  words u s e d  from t h o s e  g i v e n .  T h i s  makes f o r  i n t e r e s t i n g  
s e s s i o n s  and l e s s  s t e r e o t y p e d  p r o c e d u r e .  You may a l s o  f i n d  i t  d e s i r a b l e  
t o  v a r y  t h e  a c t u a l  p a t t e r n  u sed  from d e m o n s t r a t i o n  t o  d e m o n s t r a t i o n .  F o r  
i n s t a n c e ,  where t h e  s t a n d a r d  p r o c e d u r e  c a l l s  f o r  a s k i n g  a member what t h e  
n e x t  i t em on t h e  c a r d  is, you might  r ead  t h e  i t e m  and  t h e n  a s k  t h e  member 
t h e  a p p r o p r i a t e  q u e s t i o n  abou t  i t .  I n  any e v e n t ,  do n o t  change t h e  i n t e n t  
o r  s t r a t e g y  o f  t h e  s t a n d a r d  p r o c e d u r e .  To be  on t h e  s a f e  s i d e ,  i f  t h e r e  is  
an;y doubt  i n  you r  mind a b o u t  a v a r i a t i o n  i n  t h e  s t a i l da rd  p r o c e d u r e ,  f o l l o w  
t h e  e x a c t  p a t t e r n  g i v e n .  

I n  u s i n g  t h e  s t a n d a r d  p r o c e d u r e ,  where t h e  member's o r  g r o u p ' s  answer  
d o e s  n o t  a g r e e  w i t h  what you have r eco rded  on your  " t r a i n e r ' s  n o t e s , "  gu ide  
a b r i e f  d i s c u s s i o n  t o  t h e  c o r r e c t  c o n c l u s i o n .  Always be c o n s t r u c t i v e  i n  
you r  comments. Re a r e  n o t  t e s t i n g  t h e  i n s t r u c t o r  t o  s e e  i f  he d i d  o r  d i d  
n o t  fo l l ow  t h e  4-Step Method. We a r e  t r y i n g  t o  h e l p  him and t h e  r e s t  o f  t h e  
group  t o  u s e  t h e  Method p r o p e r l y .  
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IPdPORTRNT STEPS IN THE OPERATION 



Tltree Special Instruction Probiems 

1. THE LONG OPERATION 

- How t o  u s e  t h e  4-s tep  method on a  working o p e r a t i o n  t h a t  t a k e s  
pe rhaps  3 h o u r s  o r  3 d a y s .  

- T h i s  is where c o r r e c t  i n s t r u c t i o n  is MOST i m p o r t a n t .  T h i s  
is  a  s i t u a t i o n  where t h e  l e a r n e r  and  t h e  i n s t r u c t o r  become 
most "confused" and " l o s t .  " 

- The answer i s  t o  "break  up" t h e  long  o p e r a t i o n  i n t o  small "doses ,  I '  

t h e n  p u t  ove r  one d o s e  a t  a t i m e .  

a.  Examples i n  t h e  meet ing  room. 

- F r e q u e n t l y  j o b s  s e l e c t e d  a r e :  How t o  r e a d  t h e  Micrometer ;  o r  
S l i d e  r u l e ;  o r  V e r n i e r .  When s e l e c t e d  t h e y  s h o u l d  be s o  
handled  by t h e  T r a i n e r  t o  i l l u s t r a t e  t h e  need f o r  s m a l l  u n i t  
breakdowns. These j o b s  shou ld  be p u t  o v e r  by s m a l l  u n i t s .  

- Example-Micrometer 

one unit-with S t e p s  I ,  11, and 111;  p a r t s  and c a r e  o f  t h e  
i n s t r u m e n t .  

one unit-with S t e p s  I1 and 111;  t h e  sca , l e s  and  t h e i r  r e l a -  
t i o n  t o  each  o t h e r .  

one unit-with S t e p s  I1 a n d I I I ;  making s i m p l e  measurements.  

one unit-with S t e p s  11, 111,  and IV; d i f f i c u l t  measure- 
ments ,  i .  e .  , t h o s e  r e q u i r i n g  r e a d i n g  i n  f r a c t i o n s  
o f  t housand ths .  

b .  Examples on t h e  j o b .  

(1) I n s t a l l i n g  bulkhead i n  s h i p .  

T h i s  j o b  r e q u i r e s  about  2 h o u r s ,  and must be completed 
wi thou t  i n t e r r u p t i o n  because of t h e  g a n t r y  c r a n e s  t h a t  
a r e  t i e d  up .  There is  no o p p o r t u n i t y  t o  s t o p  and  i n s t r u c t  
a man i n  each  u n i t  s e p a r a t e l y .  Yet t h e r e  a r e  abou t  s i x  
h i g h l y  impor t an t  and r e a s o n ~ b l y  t e c h n i c a l  u n i t s  i n  t h e  j o b  
t h a t  m u s t  be  mas tered  w i t h  g r e a t  a c c u r a c y .  

- The answer is f o r  t h e  gang b o s s  n o t  t o  t r y  t o  e x p l a i n  t h e  
whole i n s t a l l a t i o n .  
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For  example: 

- One unit--while one bulkhead is b e i n g  i n s t a l l e d  i n s t r u c t  
only  on how t o  compensate f o r  t h e  d e c l i v i t y .  D e c l i v i t y  
happens t o  be t h e  term used t o  d e s c r i b e  t h e  s l o p e  o f  t h e  
s h i p  on t h e  ways from which p e r p e n d i c u l a r s  a r e  e s t a b -  
l i s h e d .  He can p u t  t h e  worker through t h e  4 s t e p s  on t h i s  
u n i t  i n a  f ewminu tes ,  wi thout  h o l d i n g  up t h e  i n s t a l l a t i o n .  

- One unit-while t h e  nex t  bulkhead i s  b e i n g  i n s t a l l e d  pu t  
t h e  worker through t h e  4 s t e p s  on mould l i n e  and l o f t  l i n e .  

- F u r t h e r  uni ts-as  each a d d i t i o n a l  bulkhead is i n s t a l l e d  
p u t  t h e  man through t h e  4 s t e p s  on one segment o f  t h e  
i n s t a l l a t i o n .  A f t e r  s i x  bulkheads  a r e  i n s t . a l l e d  t h e  
worker w i l l  know t h e  j o b  thoroughly  

- much b e t t e r  t h a n  i f  he had been f o r c e d  to t r y  t o  mas ter  
t hewho le  j o b a s b e s t h e  cou ld .  H e m i g h t h a v e t o s t r l - l g g l e  
through t h e  i n s t a l l a t i o n  o f  some 30  bulkheads  b e f o r e  he 
would f i n a l l y  c a t c h  a l l  t h e  p o i n t s .  

( 2 )  Long assembly o p e r a t i o n :  

Sub and f i n a l  a i r p l a n e  assembly j  05s  r e q u i r e  s e v e r a l  h o u r s .  
S u f f i c i e n t  t ime is  a v a i l a b l e  on such j o b s  f o r  t h e  i n s t r u c t o i -  
( leadman,  expe r i enced  wcrker ,  o r  whoever he  may b e )  t o  p u t  
t h e  l e a r n e r  through t h e  4 s t e p s  on EACH o f  t h e  i n d i v i d u a l  
o p e r a t i o n s  as t h e  work proceeds .  The a h o l e  p o i n t  i s  t o  
i n s t r u c t  men i n  SMALL U N I T S  of t h e  work. 

(3)  Long machining o p e r a t i o n :  

The machining of l a r g e  c a s t i n g s  f o r  t a n k ,  d i e s e l  eng ines ,  
and s h i p  use  o f t e n  t a k e s  s e v e r a l  hour s  up t o  a few d a y s .  To 
i n s t r u c t  c o r r e c t l y ,  t h e r e  should  be pe rhaps  5 u n i t s  of  
i n s t r u c t  ion-- 

- t ~ o  uni ts-- in g e t t i n g  t h e  m r k  i n t o  t h e  machine 

one u n i t  --on c e c t e r i n g  t h e  work 

one u n i t  -on s e t t i n g  t h e  c n t t e r s  

one u n i t  - s t a r t i n g  t h e  machine 

Time does  n o t  pe rmi t  t h i s  p rccedure ,  s o  a n o t h e r  p l a n  must 
be used .  
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I n  t h i s  c a s e  t h e  i n s t r u c t o r  h a s  no c h o i c e  b u t  t o  t a k e  h i s  man 
through a l l  t h e  s t e p s  n e c e s s a r y  t o  g e t  t h e  j o b  s t a r t e d ,  
e x p l a i n i n g  each move, o f  c o u r s e .  Such a S t e p  I1 is much 
t o o  l o n g  f o r  normal good i n s t r u c t i o n .  There may be 40 o r  
50 impor t an t  p o i n t s  i n  t h e  o p e r a t i o n .  But i n  t h i s  c a s e ,  
t h e r e  is no c h o i c e .  

A f t e r  t h e  j ob is  going ,  however, t h e r e  a r e  s e v e r a l  hour s  of  
t ime a v a i l a b l e ,  which t h e  i n s t r u c t o r  can u s e  f o r  S t e p  111.  
Of c o u r s e ,  he c a n ' t  t a k e  t h e  work o u t  of  t h e  machine and have 
t h e  worker t h e  j o b ,  as shou ld  be done i n  t h e  normal per- 
formance t r y o u t ,  bu t  he m check him tho rough ly  on each 
o p e r a t i o n  s t e p  and key p o i n t  v e r b a l l y .  The i n s t r u c t o r  can 
have t h e  man e x p l a i n  t o  h i m  t h e  o p e r a t i o n  and t h e  key p o i n t s  
a g a i n  and a g a i n  wi th  t h e  r e s u l t  t h a t  t h e  worker  h a s  eve ry  
minute d e t a i l  of t h e  o p e r a t i o n  c l e a r  i n  h i s  mind. 

When t h e  n e x t  j o b  is t o  be machined t h e r e w o n ' t b e  many p o i n t s  
t h e  worker d o e s n ' t  know. A l l  he  w i l l  need is some p r a c t i c e  
i n  p h y s i c a l  hand l ing .  

N a t u r a l l y  S t e p  I V  w i l l  be used  i n  t h e  normal way. 

2. THE NOISY SHOP 

- How t o  use  t h e  4 s t e p s  i n  a shop where t h e  n o i s e  is s o  g r e a t  t h a t  
one c a n 1  t h e a r .  

a. T h i s  is a common problem i n  b o i l e r  shops ,  ch ipp ing  rooms, and 
depar tments  where t h e r e  is n o i s y  machinery.  There a r e  two 
n a t u r a l  t h i n g s  t o  do:  

(1) SHOW wi th  exceeding  c a r e .  

- T h i s  is  t h e  o n l y  method t h a t  can be used ,  s o  i t  must be 
done SO WELL t h a t  i t  c a r r i e s  t h e  whole i n s t r u c t i n g  j o b .  
Again small u n i t s  must be p r e s e n t e d .  

( 2 )  Go t o  a q u i e t  p l a c e .  

- Before  and a f t e r  showing,  t h e  worker can be t aken  t o  a 
l e s s  n o i s y  p l a c e  t o  d i s c u s s  t h e  o p e r a t i o n  and check h i s  
knowledge. 

3. PUTTING OVER "FEEL" 

- How t o  i n s t r u c t  a man i n  t h a t  impor t an t  ( o f t e n  m y s t e r i o u s )  t h i n g  
c a l l e d  " f e e l . "  
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D i s p e l  a t  once  t h e  i d e a  t h a t  " f e e l "  is m y s t e r i o u s  o r  d i f f i c u l t  to 
p u t  o v e r  t o  a n o t h e r .  It is SIMPLE and  c a n  b e  done  EASILY. How- 
e v e r ,  i t  r e q u i r e s  p r a c t i c e  t o  become r e l i a b l e  i n  u s e .  

Exanp l e  : M i c r m e t e r  r e a d i n g .  

- The i n s t r u c t o r  p l a c e s  t h e  i n s t r u m e n t  on t h e  s h a f t  and  t i g h t e n s  
it u n t i l  t h e  " f e e l "  i s  r i g h t .  He t h e n  p a s s e s  t h e  "mike" t o  t h e  
worker  and  h a s  him p u t  t h e  "mike" on t h e  s h a f t  and  n o t e  t h e  " f e e l "  
o f  t h e  t i g h t n e s s .  

He t h e n  h a s  t h e  worke r  "back  off"  the  "mike" a n d  t i g h t e n  it t o  
t h e  same " f e e l "  se t  by t h e  i n s t r u c t o r .  By p a s s i n g  t h e  i n s t r u -  
ment back  and  f o r t h  i n  t h i s  manner a few t i m e s ,  t h e  worker  q u i c k l y  
l e a r n s  t h e  " f e e l . "  

T h i s  same p o i n t  may r e a d i l y  b e  d e m o n s t r a t e d  i n  t h e  m e e t i n g  room 
w i t h  a v i s e ,  n u t  and  b o l t ,  small ba l l  b e a r i n g  r a c e ,  and  a number 
o f  similar p i e c e s  o f  equ ipment .  A s  a las t  r e s o r t ,  t h e  " f e e l "  o f  
c o r r e c t  t i g h t n e s s  o f  a f o u n t a i n  pen c a p  c a n  be  u sed .  

Usefulness of the Four L'Tool~'P of Insf rucf ion 

Sometimes i n  one o f t h e  s e s s i o n s  t h e r e  may b e  a l i t t l e  t i m e  a v a i l a b l e .  
If s o ,  h e r e  a r e  some good p o i n t s  t o  add .  

1. TELLING 

T e l l i n g  a l o n e  is n o t  v e r y  u s e f u l  as a n  i n s t r u c t i o n a l  t o o l  when t h e  
o b j e c t i v e  o f  t h e  i n s t r u c t i o n  is t o  d e v e l o p  new manual s k i l l s .  It 
may b e  u s e d  t o  advan t age  when t h e  ob j  e c t i v e  i s  t o  i m p a r t  i n f o r m a t i o n ,  
i f  t h e  i n f o r m a t i o n  c a n  b e  i n t e r p r e t e d  e a s i l y  by t h e  worker  i n  t e rms  - 
o f  h i s  p a s t  knowledge and  e x p e r i e n c e .  When t h e  " t e l l i n g "  t o o l  is 
u s e d i n  i n s t r u c t i o n ,  itisparticularlyimportantthattheinstructor 
f o l l o w  t h e  " t e l l i n g "  by check ing  t h e  l e a r n e r ' s  u n d e r s t a n d i n g  of  
what was t o l d .  

" T e l l i n g "  h a s  some v a l u e  when it is u s e d  s p a r i n g l y  i n  comb ina t i on  
w i t h  o t h e r  i n s t r u c t i o n a l  t o o l s  s u c h  as "showing" and  " a s k i n g "  o r  
when a l i m i t e d  amount o f  new i n f o r m a t i o n  must  b e  p a s s e d  on t o  t h e  
worke r .  

2 .  SHOWING 

"Showing" a l o n e  is  b e t t e r  t h a n  " t e l l i n g "  a l o n e  as a n  i n s t r u c t i o n a l  
t o o l  when new s k i l l s  a r e  t o  be  deve loped ,  b u t  i t  is o f  g r e a t e s t  v a l u e  
when i t  is u s e d  i n  combina t i on  w i t h  t h e  " t e l l i n g "  o r  " a sk ing"  t o o l s .  

a .  "Showing" i s  p a r t i c u l a r l y  u s e f u l  i n  t h e  p r e s e n t a t i o n  s t e p  o f  a 
j o b  when t h e  worker  is b e i n g  t a u g h t  t o  do some th ing  which he  
c o u l d  n o t  do b e f o r e .  



b .  "Showing" where t h e  a c t u a l  t o o l s  and equipment which t h e  w o ~ k e r  
w i l l  u s e  "on t h e  job" is  most d e s i r a b l e .  

3. ILLUSTRATING 

T h i s  is r e a l l y  a n o t h e r  m ~ t h o d  o f  showing.  Fo r  pu rposes  o f  i n s t r u c -  
t i o n ,  " i l l u s t r a t i n g "  means c h a r t s ,  d i ag rams ,  b l u e p r i n t s ,  s k e t c h e s .  
Many a worker  has  had a  p o i n t  made c l e a r  -to him by a s k e t c h  s c r a t c h e d  
on a  cement f l o o r ,  p i e c e  o f  b o i l e r  p l a t e ,  o r  s i d e  o f  a c a s t i n g .  
w I l l u s t r a t i n g "  is  a  most v a l u a b l e  t o o l  t h a t  is used  c o u n t l e s s  
thousands  o f  t i m e s  eve ry  minute  t h roughou t  t h e  shops  o f  t h e  Na t ion ,  

- I f  a s k e t c h  o r  b l u e p r i n t  is  u s e d ,  be s u r e  t h e  worker  u n d e r s t a n d s  
i t .  

- Do n o t  l e a v e  t o o  much t o  t h e  worke r ' s  imag ina t ion .  

- Make s u r e  t h e  worker is a b l e  t o  t r a n s l a t e  your  i l l u s t r a t i o n  i n t o  
t h e  a c t u a l  c o n d i t i o n s .  

4.  QUESTIONING o r  ASKING 

"Asking" is  aninstructingtoolwhichisusefulthroughouttheentire 
i n s t r u c t i o n a l  p r o c e s s  if i t  i s  used  p r o p e r l y .  

- It can be used  i n  p r e p a r i n g  t h e  worker  f o r  i n s t r u c t i o n  

- It can be  used  i n  checking  t h e  w o r k e r ' s  g r a s p  o f  t h e  i n s t r u c t i o n  

- It can be  used  i n  h e l p i n g  t h e  worker  t o  t h i n k  through t h e  l o g i c a l  
s t e p s  of  h i s  new j o b ,  which is t h e  most impor t an t  t h i n g  i n  good 
i n s t r u c t i o n .  

- It can be  used  i n  combinat ion w i t h  t h e  o t h e r  i n s t r u c t i o n a l  t o o l s  
such  a s  r 7 t e l l i n g "  and "showing. " 

- It is PARTICULARLY IMPORTANT t h a t  t h e  q u e s t i o n s  which a r e  a s k e d  
a r e  framed s o  t h a t  a "yes" o r  "nou answer cannot  be  g i v e n .  Ques- 
t i o n s  which beg in  wi th  s u c h  words as "What," "Who," "When," 
"Where," "How," and "Why," canno t  be answered i n  t h i s  f a s h i o n .  

- Well -se lec ted  q u e s t i o n s  keep  t h e  w o r k e r ' s  mind a c t i v e  and 
c o n c e n t r a t e d  on what is b e i n g  t a u g h t .  

- Heightens  w o r k e r ' s  i n t e r e s t .  

- S t i m u l a t e s  h i s  con f idence  by a f f o r d i n g  him an o p p o r t u n i t y  
t o  show h i s  own knowledge. 

- Gets  a c t i v e  response  from him and h e l p s  t o  make t h e  p o i n t s  
" s t i c k . "  T h i s  is  ve ry  i m p o r t a n t  t o  t h e  i n s t r u c t o r .  
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Typical Problems-That May Arise 

Concerning Job Instruction Training 

BE SURE YOU UNDERSTAND t h e  problems n o t e d  below and  t h e i r  p o s s i b l e  
s o l u t i o n s .  I f  you have ANY DOUBT o r  any f u r t h e r  q u e s t i o n s  g e t  i n  t ouch  
w i t h t h e D i s t r i c t  T r a i n i n g W i t h i n I n d u s t r y o f f i c e .  A t h ~ r o u g h u n d e r s t a n d i n ~  
of t h e s e  problems and t h e i r  s o l u t i o n s  w i l l  e n a b l e  you t o  meet p r a c t i c a l l y  
any problems r a i s e d  i n  your  meet ing .  

1 .  How does  t h i s  b a s i c  t r a i n i n g  i d e a  d i f f e r  from t h e  t r a i n i n g  t h a t  
e v e r y  shop  s u p e r v i s o r  h a s  done f o r  y e a r s ?  

- Most shop  t r a i n i n g  h a s  been by " a c c i d e n t "  and  by "good l u c k . "  
Men have been p l a c e d  on j  obs  and ALLOWED ( o f t e n  DARED! ) TO LEARN. 
G r a d u a l l y  t h e  men have l e a r n e d ,  o f  c o u r s e .  But i t  is u s u a l l y  
an  expens ive  p r o c e s s .  There is much s c r a p ,  many a c c i d e n t s ,  
many d e l a y s .  

- T h i s  p l a n  is founded on fundamenta l s :  

(1) Men a r e  INSTRUCTED i n  t h e i r  work. 

( 2 )  They a r e  g iven  t h e  j o b  i n  SMALL DOSES, each  l e a r n e d  PER- 
FECTLY. T h i s  p l a n  p e r m i t s  o f  no e r r o r s  from t h e  s t a r t .  
"DO I T  RIGHT THE FIRST TIMEt1 is  t h e  b a s i c  i d e a .  

2 .  We foremen don ' t do any i n s t r u c t i n g  i n  o u r  s h o p .  We t u r n  t h e  inex-  
p e r i e n c e d  f e l l o w  o v e r  t o  an " o l d  hand ."  How c o u l d  we u s e  t h i s  
p l a n ?  

- Give t h e  " o l d  hands" t h i s  10-hour program. Otherwise  what 
a s s u r a n c e  have we t h a t  t h e s e  worke r s  know how t o  i n s t r u c t ?  

Perhaps  f u l l - t i m e  j o b  i n s t r u c t o r s  s h o u l d  be a p p o i n t e d  t o  h e l p  
c a r r y  t h e  l o a d  f o r  a l i m i t e d  p e r i o d .  

Pe rhaps  t h e  s u p e r v i s o r s  a r e  t a k i n g  t h e  l i n e  o f  l e a s t  r e s i s t a b l c e .  
Perhaps  t h e  s u p e r v i s o r s  SHOULD do more o f  t h e  b r e a k i n g  i n .  
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3. I f  we t r a i n  e x p e r i e n c e d  worke r s  how t o  i n s t r u c t  t h e y  w i l l  want an  
e x t r a  dime o r  q u a r t e r  a n  h o u r .  What a r e  we t o  do w i t h  t h a t ?  

- The s p e c i f i c  answer t o  t h i s  q u e s t i o n  is  beyond t h e  p r o v i n c e  o f  
t h i s  p rogram.  It d e a l s  w i t h  a  l o c a l  company p r a c t i c e  and  s h o u l d  
be  f a c e d a s  i t  e x i s t s  a n d s o l v e d a s b e s t  f i t s t h e  l o c a l  s i t u a t i o n .  
Pe rhaps  t h e  men shou ld  r e c e i v e  e x t r a  pay when " b r e a k i n g  i n "  
o t h e r  men, pe rhaps  n o t .  

4. What ' s  a s u p e r v i s o r  go ing  t o  do when 10  t o  20 new men show up f o r  
work a t  t h e  same t ime? 

- The q u e s t i o n  of r a t e  o f  i n d u c t i o n  i s  beyond t h e  p r o v i n c e  oB t h i s  
program. It d e a l s  w i t h  a l o c a l  company p r a c t i c e .  

- Here a r e  t h r e e  p o s s i b l e  a t t a c k s ,  however:  

(1) T r a i n  a c o r p s  of assistants-perhapsworkmen--who can  h e l p  
h a n d l e  such  a group  d u r i n g  t h e  f i r s t  few d a y s .  Such men 
might  r e a l l y  be  " temporary" j o b  i n s t r u c t o r s .  Inc iden-  
t a l l y ,  t h i s  is  a good way t o  l i n e  up some new " l e a d  
men. 'I 

( 2 )  T a l k  t o  t h e  boss  and  t h e  employment manager .  Maybe t h e y  
w i l l  a g r e e  t h a t  t h e r e  is no p r o d u c t i o n  g a i n e d  by s e n d i n g  
t o o  many men a t  a  t i m e .  

(3j J u s t  " s t a g g e r  t h rough"  a s  b e s t  you c a n .  Pu t  t h e  men 
t e m p o r a r i l y  d o i n g  s i m p l e  j obs  where no damage w i l l  r e s u l t ,  
u n t i l  you can i n s t r u c t  them one by one .  Fo r  example: 
Sweeping up,  c a r r y i n g  s t o c k ,  c l e a n i n g  p a r t s ,  c o u n t i n g  
p i e c e s ,  s o r t i n g  p a p e r s ,  l e a r n i n g  p a r t  names, check ing  
s u p p l i e s ,  e t c . ,  e t c .  Avoid hav ing  them s t a n d  a round  and 
" l o o k  on" i f  p o s s i b l e .  

5. H o w c a n a l o n g o p e r a t i o n . o n a m a c h i n e b e b i - o k e n u p i n t o s m a . l l i n s t r u c -  
t i o n  u n i t s  when t h e  whole j o b  must be  run th rough  w i t h o u t  s t o p p i n g ?  

- Have t h e  man do one p a r t  o f  t h e  j o b ;  t h e  i n s t r u c t o r  d o e s  t h e  r e s t .  
Soon t h e  man can be g iven  t h e  s econd  p a r t  o f  t h e  j o b ,  w i t h  t h e  
i n s t r u c t o r  do ing  t h e  b a l a n c e  of  i t .  I n  t h i s  way t h e  worker  can 
be t a u g h t  t h e  whole j o b  i n  SMALL DOSES and  s t i l l  do each  p a r t  
PERFECTLY t h e  f i r s t  t ime  and  e v e r y  t ime  t h e r e a f t e r .  

- See  pages  67 t o  69 a l s o  f o r  p o i n t e r s  on t h i s  p roblem.  
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6. IS i t  n e c e s s a r y  t o  go through a  complete  S t e p  I eve ry  t ime a worker 
is i n s t r u c t e d ?  

- Where t h e r e  a r e  s e v e r a l  " i n s t r u c t i o n  u n i t s ' '  i n  Opera t ion ,  
n a t u r a l l y  on ly  one complete  S t e p  I is r e q u i r e d .  Such s i t u a t i o n s  
occur  f r e q u e n t l y .  The i n s t r u c t o r  might spend a  h a l f  hour or 
more w i t h  a  worker ,  y e t  p u t  ove r  s e v e r a l  i n s t r u c t i o n  u n i t s .  ~t 
would be most u n n a t u r a l  t o  s t a r t  each new u n i t  w i t h  a complete 
S t e p  I .  

Example: P a r t  - s imple  s t e e l  c o l l a r  

Operat ion - t u r n i n g  o u t  t h e  c o l l a r  ( o r i g i n a l l y  c u t  to 
rough d imens ions)  . 

The p r a c t i c a l  way t o  "put  over"  t h i s  j o b  u s i n g  t h e  fou r  
s t e p s  is  as f o l l o w s :  

S t e p s  I ,  I1 and 111. Put  i n  machine and t r u e  up.  
S t e p s  I1 and 111. D r i l l  and ream. 
S t e p s  I1 and 111. Face one s i d e  and  chamfer .  
S t e p s  I1 and 111. S e t  up f o r  o u t s i d e  t u r n i n g .  
S t e p s  I1 and 111. Turn o u t s i d e  - rough and f i n i s h .  
S t e p s  I1 and 111. Face and chamfer o t h e r  s i d e .  
S t e p  I V .  (Covering e n t i r e  o p e r a t i o n . )  

7. Our shop is manned by a l l - round mechanics o n l y .  We t r a i n  through 
a 4-year a p p r e n t i c e s h i p  p l a n ,  s o  n a t u r a l l y  t h i s  j o b  t r a i n i n g  i d e a  
d o e s n ' t  app ly  i n  t h i s  c a s e .  

- On t h e  c o n t r a r y  t h e  job  t r a i n i n g  p l a n  advocated  i n  t h i s  10-hour 
program a p p l i e s  EXACTLY t h e  same way i n  deve lop ing  al l -round 
mechanics a s  when developing  p roduc t ion  o p e r a t o r s .  An appren- 
t i c e  can l e a r n  a l o t  EASIER and f a s t e r  and  make fewer mis t akes  
and d e l a y s  i f  he  t o o  is i n s t r u c t e d  i n  SMALL DOSES and t r a i n e d  
t o  do each p e r f e c t l y .  T h i s  means, of  c o u r s e ,  t h a t  f i r s t - l i n e  
s u p e r v i s o r s  and many of t h e  mechanics themselves  must be g iven  
t h i s  10  hours  of  t r a i n i n g  s o  t h e y  w i l l  know how t o  i n s t r u c t  
a p p r e n t i c e s  i n  t h i s  thorough-going manner. 

8. Is t h i s  a speed-up system? 

- J o b  I n s t r u c t i o n  undoubtedly i n c r e a s e s  p r o d u c t i o n  and o f t e n  
e n a b l e s  employees t o  reach  t h e i r  maximum o u t p u t  a t  an e a r l y  
d a t e .  Such r e s u l t s ,  however, a r e  s imply  t h e  by-products of 
i n t e l l i g e n t  and sympa the t i c  hand l ing  on t h e  j ob.  I f  employees 
do t u r n  out  more p roduc t ion  as a  r e s u l t  of  t h i s  program t h e y  do 
s o  "under  t h e i r  own steam" and because t h e y  l e a r n  e a s i l y  and 
q u i c k l y .  Th i s  p l a n  s imply  g i v e s  each employee an o p p o r t u n i t y  
t o  r e l e a s s  h i s  b e s t  e f f o r t s  t o  t h e  j o b .  
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9. Our p l a n t  is b e a t i n g  its p roduc t ion  s c h e d u l e  now. We have never  
had t o  go through a l l  t h i s  t r o u b l e  t o  t r a i n  men. Doa1 t r e s u l t s  
speak  f o r  themselves? 

- Yes, of  c o u r s e .  F o r t u n a t e l y ,  workmen can l e a r n  by themselves .  
I n  f a c t ,  t h i s  is t h e  way t h a t  most i n d u s t r i e s  have developed 
t h e i r  work f o r c e s .  T h i s  j o b  t r a i n i n g  p l a n  i m p l i e s  no c r i t i c i s m  
o f  t h e  p roduc t ion  j o b  now b e i n g  done.  I t  s imply  proposes  t h a t  
any p l a n t  can do a  BETTER J O B  when workmen a r e  " i n s t r u c t e d 1 '  
r a t h e r  t han  j u s t  "al lowed t o  l e a r n .  " 

10.  How about  some " o r i e n t a t i o n  t r a i n i n g "  i n  S t e p  I ,  i .  e . ,  t e l l i n g  a  
man something about  t h e  Company, h i s  pay ,  hours  of work, e t c . ,  e t c .  

- Proper  o r i e n t a t i o n  of  employees is  j u s t  a s  impor tant  as p r o p e r  
j o b  i n s t r u c t i o n ;  however, t h i s  program d e a l s  s o l e l y  w i t h  J o b  
I n s t r u c t i o n .  A t  t h e  time a n  employee is c o n c e n t r a t i n g  h i s  
a t t e n t i o n  on how t o  l e a r n  h i s  new work, no ex t r aneous  though t s  
o r  i n fo rma t ion  should  be g iven  him. Th i s  a p p l i e s  i n  a l l  Four 
S t e p s .  

For  example, i f  an employee s h o u l d  a s k  how many p i e c e s  he is t o  
make, o r  what h i s  r a t e  is t o  b e ,  o r  where he can p a r k  h i s  c a r ,  o r  
any o t h e r  sub j  e c t  n o t  r e l a t e d  t o  l e a r n i n g  t h e  j ob,  t h e  s u p e r v i s o r  
shou ld  t a k e  c a r e  of t h e s e  p o i n t s  a t  a  more s u i t a b l e  t i m e .  H i s  
t y p i c a l  and t a c t f u l  r e p l y  t o  a worker  might be "we w i l l  t a l k  
about  t h a t  m a t t e r  j u s t  a  l i t t l e  l a t e r  -- r i g h t  now l e t ' s  g e t  t h e  
j o b  under  o u r  b e l t . "  

1 1 .  Doesn ' t  t h i s  p l a n  t a k e  t o o  much t ime?  Everyone is a l r e a d y  s o  busy 
t h a t  e x t r a  t ime is n o t  a v a i l a b l e .  

- A l l  t r a i n i n g  t a k e s  some t ime .  Every minute s h o u l d b e  e f f e c t i v e .  
The Four S t e p  method, p l u s  t h e  making o f  j o b  breakdowns, does  
seem t o  t a k e  a  l i t t l e  e x t r a  t ime .  A c t u a l l y  i t  s a v e s  t i m e .  It 
probably  d o e s n ' t  consume more t h a n  perhaps  t h r e e  t o  e i g h t  o r  
t e n  minutes  each time i n s t r u c t i o n  is  g iven .  S u p e r v i s o r s  must 
remsmber t h a t  t h e  g i v i n g  of t h i s  t h r e e  t o  t e n  minutes  can s a v e  
days and weeks of t ime l a t e r  on ,  and l a r g e  amounts of s c r a p  and 
a  l a r g e  number of a c c i d e n t s .  I n  l i t e r a l l y  thousands  of  c a s e s  
t h e  time r e q u i r e d  f o r  employees t o  g e t  up t o  p roduc t ion  h a s  been 
reduced as much a s  one-half ,  and s c r a p  l o s s e s  have been reduced 
up t o  s i x t y  o r  s e v e n t y  p e r c e n t  by g i v i n g  t h o s e  few minutes  of 
a d d i t i o n a l  t ime t o  i n i t i a l  i n s t r u c t i o n !  
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SUGGESTED INTRODUCTION 

OF JOB INSTRUCTION TRAINER BY EXECUTIVE 

Job Instruction is: 

- a streamlined method of instruction 
- sponsored by Company and Training Within Industry 

This program is important: 

- it will help you get the "know how" over, quicker and easier 

- it applies to both new and experienced workers 

The managenent : 

- has approved this program 

- is interested in the results obtained through its use 

- has arranged for your attendance at each meeting 

There will be: 

- 5 two-hour sessions 

held at in room, on 

This is Mr. from who will 

conduct the sessions. 








