




111-Job Methods 

The Training Within Industry program of Job Methods 
was developed in order to provide management with a tool 
whereby supervisors could acquire skill in improving 
methods. 

The outlines for the five 2-hour sessions for a group of ten 
supervisors, a guide for the trainer, and the various forms 
used in the group are bound in the following section. 
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WAR MANPOWER COMMISSION 
WASHINGTON, D. C. 

To THE WAR PRODUCTION TRAINER: 

As you help war production supervisors use this JOB METHODS program, you have a 
rare opportunity to serve the Nation in this emergency. 

You also have a major obligation to the Nation, as well as to each supervisor. 

The situation is a very practical one. Most of the men with whom you will work have 
had years of experience. They have latent ideas which, if properly developed, will increase 
production, reduce lost time, prevent waste of material, and increase the use of machinery 
and equipment. These men command your respect because of their knowledge. 

Your function is to show them how to fully develop their ideas for practical use and present 
them successfully to their Managements. You have two jobs to do: One is to help the super- 
visor to acquire skill in the use of this "precision tool" for improving job methods; the other 
is to improve your own ability in training supervisors how to use i t  effectively. 

You should strive with all the energy and diligence you possess to lead each group in the 
very best possible way-and to do a still better job with each succeeding group. 

To assure a uniformly high standard, you should ALWAYS work from this outline. Never 
deviate from it. Don't trust to your memory, regardless of how many times you may present 
the plan. It is not difficult and if you follow instructions you can't fail. Furthermore, you 
will find it a fascinating job. 

Once again, leadership in this Jobs Methods Program presents a personal opportunity 
and an obligation. 

Sincerely, 

Dircdor 
fininin; Within Indmtru. 



SKILL IN IMPROVING JOB METHODS MEETS ONE OF THE 
SUPERVISOR'S FIVE NEEDS 

1. Knowledge of the Work.-Materials, machines, tools, processes, operations, products, and 
how 'they are made and used. 

2. Knowledge of Responsibilities.-Policies, agreements, rules, regulations, schedules, inter- 
departmental relationships. 

These two knowledge needs must be met currently and locally by each plant or 
company. 

Such knowledge must be provided if each supervisor is to know his job and is to 
have a clear understanding of his authority and responsibilities as a part of 
management. 

3. Skill in Instructing.-Shortening training time by breaking down each job into units easily 
learned, making the learner receptive, presenting the instruction, trying out his per- 
formance, following up for results. 

4. Skill in Improving Methods.-Utilizing materials, machines, and manpower more effectively 
by having supervisors study each operation in order to eliminate, combine, rearrange, 
and simplify details of the job. 

5. Skill in Leading.-Increasing production by helping supervisors to improve their under- 
standing of individuals, their ability to size up situations, and their ways of working 
with people. 

These three skills must be acquired individually. Practice and experience in 
using them enable both new and experienced supervisors to recognize and 
solve daily problems promptly. 

Training Within Industry Service assists companies in giving their supervisors 
a start in acquiring these skills through three 10-hour programs: Job In- 
struction, Job Methods, Job Relations. 

These skills, acquired through this training, must become a part of day-to-day OPERA- 
TIONS. In no other way can production be so quickly influenced and manpower conserved. 

Confidence and resourcefulness in how to proceed, not standardized solutions and rules, 
are developed. These enable supervisors to get good teamwork, to give better service, and 
to get out more production. 



SESSIONS OUTLINE 

FOR THE 

FIVE TWO - HOUR SESSIONS 

Paragraphs in quotation marks are to be pre- 
sented either by using the exact words of the text or 
expressing the exact meaning in the Trainer's own 
words. In case of the latter, special care should be 
taken to convey the exact meaning every time. 

Wherever the expression "(some discussion)" 
appears, there should be brief discussion to make 
the point clear or to reach agreement with the group. 

Words in bold face are key words which provide 
the Trainer with a quick clue to the statement made 
in the sentence. 



4 TRAINING WITHIN INDUSTRY PLAN 

B E F O R E  Y O U  B E G I N  S E S S I O N  I 

BE SURE YOU HAVE THESE MATERIALS 

1 Attendance Record 
1 Suggested Introduction 
14 Present Method Layouts 
14 Proposed Method Layouts 

14 J M  Instruction Cards 
14 Present Method Break-Downs 
14 Proposed Method Break-Downs 
28 Blank Break-down Sheets 

Demonstration Kit consisting of: 

1 Fixture 1 Stamp Pad 
2 Jigs 250 Brass Cards 
2 Staplers 250 Copper Cards 

1 "TOP" Stamp 

BE AT THE PLANT 30 MINUTES BEFORE SESSION IS DUE TO OPEN 

See the Plant Executive. Make certain he is prepared to open the meeting 
with a suitable introduction. Give hirn a copy of the SUGGESTED INTRODUC- 
TION if he has not already received one. 

BE AT THE MEETING ROOM 15 MINUTES AHEAD OF TIME 

Arrange CHAIRS around the conference TABLE. If there is no table, place 
chairs in the shape of a "U." 

Put a FINISHED SHIELD on the table, also ONE COPPER SHEET and 
ONE BRASS SHEET. 

Place TWO CHAIRS, to be used as SUPPLY BOXES, SIX FEET BACK of 
the table. 

Put a supply of COPPER SHEETS on one chair, and of BRASS SHEETS on 
the other. 

Place TWO waste-paper BASKETS to the RIGHT of the table (to serve as 
SCRAP BINS). 

Put one STAPLER, the STAMP PAD, and STAMP on the table. 

Place a waste-paper BASKET to the LEFT of the table (to serve as a TOTE 
BOX). 

Put the extra STAPLER, the JIGS and FIXTURE, out of sight of the Group. 

Place SAMPLE HAND-OUT SHEETS and INSTRUCTION CARDS on 
the table. 

WORK FROM THE OUTLINE-DON'T TRUST TO MEMORY 



TIME 
TABLE 

Allow 
6 min. 

FOR IMPROVING JOB METHODS 5 

OUTLINE FOR SESSION I 

1. INTRODUCTION BY THE PLANT EXECUTIVE 

Suggested introduction 

- Program name and purpose. 

- Need for Job Methods in this company. 

- Pledge of cooperation and support. 

- Schedule of Sessions 11, 111, IV and V. 

6 min. 
t o  here - Introduction of the trainer. 

Allow 
10 min. 

2. INTRODUCTION BY THE TRAINER 

Establish an informal atmosphere See p. 70 

- Write your name on the blackboard and state your 
industrial connection. 

- Use name cards if practicable. Have members 
put names of their departments on cards. 

- Have each member say a word about his job. 

- "This is an informal conference, similar to Job 
Instruction Training Sessions. Ask questions 
at any time. No notes are necessary." 

- Cover the "five needs" of every supervisor. (Not 
over 3 minutes.) SM p. 71 

"What is our purpose?" 

- "I'm not here to tell you how to run your jobs or 
to discuss the technical part of your work. 
We will discuss one problem common to all of 
us: How to improve Job Methods." 
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W E  
TABLE 

16 min. 
t o  here 

Allow 
6 min. 

- '(This Job Methods program will help you produce 
greater quantities of quality products in less time 
by making the best use of the manpower, ma- 
chines, and materials now available." 

- "This program will not make people work harder, 
or in .a hurry, as you will see as the program 
unfolds." 

- "We all realize that the responsibility for produc- 
tion is assigned to us as supervisors." 

- "We must increase production in spite of acute 
shortages of manpower, machines, and materials." 

"Why do we need increased production?" 

- ('This is the critical year of the war." 

- "Today, thousands are risking their lives-tomor- 
row, thousands more will face the same risk." 

- "Best quality fighting equipment and in huge 
quantities will help win this war." 

- "Your complete cooperation and support of this 
program will help to meet the crisis." 

3. JOB METHODS IMPROVEMENT IS NOT 
A NEW PROBLEM 

"WhereIis the best source of ideas for giving us this 
necessary increased production now?" 

- "It is the supervisor, the person who knows more 
about the jobs under him than anyone else." 
(Some discussion.) 

- -- "Everyone in this group no doubt has some ideas 
on how to improve methods." 

- "Perhaps we have never fully developed them 
all." 



FOR IMPROVING JOB METHODS 7 

m E  
TABLE 

I 
"Job methods improvement has always been a regular 

part of every supervisor's job" 

- "Most of the progress we enjoy today is the result 
of improvements in production methods." 

- Cite examples of improvements on: Automobiles, 
Radios, Planes. Get members to compare old 
and new models. 

- "These results have been accomplished by im- 
provements developed and applied by practical 
supervisors like ourselves." 

I - "Ordinarily these improvements are made slowly." 

- "ButYour fighting forces can't wait. They need 
them today! Time is short!" 

"The purpose of this plan is to make it easier for us 
to improve our job methods" 

- "It~will provide a practical plan to help us." 

- "This plan has been tried and proved in hundreds 
of war production plants." 

- "It was developed by practical industrial men." 

I v 
20 min. 
t o  here 

- "We'll discuss the plan and see how it can be used 
on our jobs right now." 

- "During the next four sessions each of us will have 
a chance to use the plan on jobs in our depart- 
ments." 

- "A certificate from the War Manpower Commis- 
sion will be given to each member who presents 
an improvement-attends all five sessions and 
pledges to use the plan." 

- "I have used this plan on my own jobs and know 
how well it works." 
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- "The job is from a war plant-not this plant." 

- "Observe this job in terms of any job in your own 
department." 

- "The same kinds of improvements made on this 
job can be made on any job which includes one 
or more of three basic types of work." 

- Ask members of the group to name the different See P. 79 
types of work done in their Departments. 

Blackboard 

1. Material Handling 

2. Machine Work 

3. Hand Work 

- "The demonstration job includes material ham 
dling, machine work, and hand work. These 
are the features to be compared to your jobs- 
not this product, nor this operation." 

TIME 4. DESCRIBE THE USE OF THE DEMONSTRA- 
TABLE TION JOB 

- "Let's be sure none of us thinks this plan doesn't 
apply to our work, just because we don't make 
this particular product." 

Allow 
6 

- Note: Discuss and stress until thoroughly under- 
stood. 

min. "This plan can be best demonstrated by showing how it s, 
was applied to an actual job" 

Describe the job 

- Product : Radio Shields. (Show sample.) 
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TIME 
TABLE 

v 
26 min. 
t o  here 

Allow 
10 min. 

- Materials: Copper and Brass Sheets, 5" x 8" x gpf '. 
(Explain use of cardboard. Show sample) 

- Operations: Inspect, Assemble, Rivet, Stamp, and 
Pack. (Explain use of stapler in place of Rivet- 
ing Machine. Show stapler, stamp and pad) 

- Operators : 4 men at  4 benches. 

- Work place : Supply, Scrap, and Tote Boxes. 

5. DEMONSTRATE THE 'PRESENT METHOD 

Follow present method layout and present method S e e p p .  
break-down exactly 12 to 7'4 

- Do the job at a good pace. 
Tell them what you are doing. 

- Get, inspect and lay out 12 copper sheets. 

- Get, inspect and lay out 12 brass sheets. 

- Stack sets of sheets to the right of Riveter. 

- Rivet each Set. (Do at least 3) 

- Stamp each Shield. Pile Shields on Table. 

- Place 12 Shields in tote box. 

- Carry 75-lb tote box 50 feet to the scale. 

- Weigh and make out ticket. 

- Handler takes tote box 180 feet to Packing Dept. 

- Packer unloads box, puts 200 Shields in case. 

- Packer closes, stencils, and weighs case. 

- Empty tote boxes returned by Handler. 
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m E  
TABLE 

v 
35 min. 
to  here 

Allow 
10 min. 

HAND OUT PRESENT METHOD LAYOUT 

- Point out flow of material and bench arrangement. 

Discuss the 3 types of work on the demonstration job 

- Material handling-"Carrying Boxes. " (some dis- 
cussion) 

- Machine work-"Riveting." (some discussion) 

- Hand work-"Laying out, Lining up, Stamping. " 
(some discussion) 

6. DEMONSTRATE THE PROPOSED METHOD 

A better way of doing this job See pp. 
74 to 76 

- "Let's look at  a better method of doing this job. 
I t  was worked out by the foreman with the 
help of an operator-after they applied the Job 
Methods plan." 

- "Consider this improvement in terms of any job 
in your department .)' 

- "First we will see what they did, and then develop 
how they did it." 

Set up the proposed method and explain the changes 

- "The sheets were delivered onto the bench." 

- Explain and show Riveting fixture and guides. 

- Describe and show jigs for sheets. 

- "Less experienced operators were used with the 
new method. More experienced, stronger men 
were upgraded." 

- Explain slots for scrap. 

- "Cases were placed a t  the bench by the handler." 



FOR IMPROVING JOB METHODS 11 

TIXE 
TABLE 

v 
46 min. 
to here 

Allow 
6 min. 

Perform the proposed method See pp.  
76 to 76 

- Follow proposed method layout and proposed 
method job break-down exactly. 

- Place sheets in jigs. 

- Pick up sheets and inspect. 

- Assemble and place in fixture. 

- Rivet bottom-then rivet top. (Do at least 3) 

- Place Shields in front of fixture. 

- Place 20 Shields in case. (Explain count) 

- Handler takes Cases to the Packing Department. 

- Packer closes, weighs, and stencils the Cases. 

HAND OUT PROPOSED METHOD LAYOUT 

- Point out flow of material and Bench Arrangement. 

- Compare with present method layout. 

7. RESULTS OF THIS JOB METHODS 
IMPROVEMENT 

Question the Members for Their Estimate of the 
Improvement in the use of Manpower, Machines, 
and Material. 

- As to Production?-"Each Operator Produced 
Three Times as  Many Shields Per Day." 
(some discussion) 

- As to Machine Use?-"Each Machine Riveted 
50 percent More Shields Per .Day." (some 
discussion) 

- As to Scrap?-"Scrap Material was Reduced 
from 15 percent to less than 2 percent, due to 
less handling of sheets." (some discussion) 
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- "hprovements were made by making better use 
of manpower, machines, and materials." 

TIME 

v 
60 

"The operator did not have to work harder or in a 
hurry on this proposed metbod" 

TABLE 

min. 

- "Doing jobs in a hurry results in bad work." (some 
discussion) 

to  here 

- Act out a "speed-up" of the present method to 
prove the above point. Actually hurry! 

- "This would create waste :-the very thing we are 
trying to eliminate." 

- "Absolutely not one worker should be speeded-up 
in any application of the Job Methods plan!" 

- "Improved job methods give good work-because 
production is increased by eliminating unneces- 
sary parts of the job-and making the necessary 
parts easier and safer to do." 

"The principles used in the demonstration apply to all 
jobs that include material handling, machine work, 
or hand work" 

- "This demonstration job is only a sample job." 

- "Hundreds of other jobs in the same plant were 
improved in the same way." 

- "Let's see how the Job Methods plan was used by 
this foreman in making this improvement." 

- "Also let's see how this plan will help us make 
many improvements on our jobs." 

- "The details of this plan are printed on this pocket- 
sized instruction card." 

HAND OUT INSTRUCTION CARDS-1 to each 
member 

- No~~.--Clean up the table. 
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TIME 
TABLE 
Allow 
2 min. 

v 
62 min. 
t o  here 

Allow 
8 min. 

8. PRESENT THE JOB METHODS PLAN 

Present the 4-step plan from the instruction card 

- Read the purpose. 

- Read only the 4 main steps. 

- NOTE.--Keep the card in your hand from nowIon. 

- "These 4 steps are all that were used by the 
foreman in improving this sample job." 

- "Let's apply the 4 steps to the sample job to see 
how the foreman used this plan." 

- "Also to find out how we can apply the plan to 
our jobs." 

- NOTE.-Erase blackboard. 

9. STEP I: BREAK DOWN THE JOB 

Read entire STEP I 

BLACKBOARD 

STEP I.-BREAK DOWN The Job 

List ALL Details 

"A job break-down is the starting point for all job 
methods improvements" 

- %sting all details gives a complete record and 
accurate picture of how the job is done." 

- "It indicates the NEED for improvements." 

- "It brings out many details about the job we never 
realized were there. " 
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TZME 
TABLE 

- "A detailed break-down gives us the facts." 

- Cite personal examples of familiar details difficult 
to remember: Buttons-pockets-steps on 
porches-windows in rooms-etc. 

- "The more detailed and accurate the breakdown, 
the more complete the improvements will be." 

- "Let's define a detail-'Every single thing that is 
done, every inspection, every delay.' " 

- Develop the first five details of the demonstration 
job on the blackboard quickly and accurately. 

Blackboard 

1. Walk to box of Copper Sheets 

2. Pick up 15 to 20 Copper Sheets 

3. Walk to bench 
4. Inspect and lay out 12 sheets 

5. Walk to box and replace extra sheets 

- Point out how easily and quickly these five details 
were listed. 

- "Here is a copy of the compIete breakdown for this 
job as made by the foreman." 

HAND OUT THE PRESENT METHOD BREAK- 
DOWN 

- Compare first five details on break-down with those 
on blackboard. 

- Discuss the details. 

- "The little time you spend listing details often 
uncovers BIG improvements." 

- Explain items at top of break-down sheet. 
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- Explain use of notes column as a reminder of 
Distances, Tolerances, Waste, Safety, etc. 

TIME 

v 
80 

- Explain the digereme between the break-downs 
for Job Instruction and those for Job Methods. 

TABLE 

min. 

- "In Job Instruction, only the important steps are 
listed. A step may include several details." 

to  here 

- "Because, when instructing, many steps are obvi- 
ous and need not be listed." 

- "In JobMethods, on the other hand, ALL details 
must be listed." 

- "Because nothing can be omitted when studying 
the method of production." 

"A break-down is an easy, common-sense way to get 
all the facts about any job method quickly and 
accurately" 

- "The best place to make a break-down is on the 
job ; not from memory." 

- "Let the operators know what you are doing and 
why you are doing it." 

- .- "Show him the break-down; let him help you make 
it; tell him about these meetings; show him the 
card; do whatever is appropriate; be frank and 
open.,, 

- "We have seen how easy it was to make a break- 
down for the demonstration job." 

- "How many of us can make a break-down of a job 
in our own department by listing all details the 
way Bill Brown did?" 

- Ask for a show of hands. 

.- "Now we will find out how a job break-down is 
used in applying STEP 11." 

- NOTE.--Erase the 5 details ONLY. 
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TJME 10. STEP 11: QUESTION EVERY DETAIL 
TABLE 
Allow Read Item 1 of STEP I1 
16 min. 

- "The success of any improvement depends on our 
ability to develop a questioning attitude." 

- "We must question everything that is done; 
every single detail of the job." 

- "These six very important questions taught us 
practically all we know." 

- ''Young people ask questions to get knowl- 
edge. Many of us stop questioning 
things too soon." 

- "We must deliberately question all the details 
of the job we want to improve." 

- "The answers to these questions will give the 
information we need to make improvements." 

- Ask Group members to read you the questions. 

Add on blackboard 

STEP I1 
QUESTION 
Why? 
what? 
Where? 
When? 
Who? 
How? 

- "These questions are asked in definite order." 
(some discussion) 

- "Asking 'How' before 'Why' and 'What' 
would waste time if the detail was found 
unnecessary. " 



TIME - "ALL questions should be asked of each detail 
TABLE before proceediamg to the next detail." 

I 
- "Let's examine each of the six questions." 

- "We ask this question first for each detail." 

- "We want t,o distinguish necessary det.ails from 
those that are unnecessary or doubtful." 

- "This is a most impsatant question." 

- "It provides the information that  ieads to big 
improvements if we find many unnecessary 
details." 

- "It is often the hardest to get answered properly." 

- "Therefore we have a check question to make sure 
we get ssacd and reasonable answers." 

"Second.-WHAT is its purpose? " 

- "We want to  find out if the detail has a useful 
purpose or adds quality to the product." 

- "If not, we will reconsider its necessity." 

- " 'What is its purpose?' is n check question on 
'Why is it necessary?' " 

"Beware of taking action on flash ideas for improve- 
ments" 

- "As we get definite answers to these questions, 
flash ideas for improvements will come to our 
minds rapidly. " 

- "Hold these ideas, but note the answers on the 
Break-down Sheet ." 
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TIME 
TABLE 

- "Don't decide on anything yet. Keep on ques- 
tioning. A better and more complete idea 
usually develops. " 

- "If the detail is necessary-Continue with the 
other four questions." 

"Third.-WHERE should it be done?" 

- "We ask this question to find the best PLACE to 
do each detail." 

- "In which department? In  which section? On 
which machine, bench, or equipment?" 

"Fourth.-WHEN should it be done?" 

- "We ask this question to find the best TIME to do 
each detail." 

- "Should the detail be done first or last? In  what 
order? Must it be done before or after some 
other details?" 

- "When will the necessary men, machines, mate- 
rials, equipment, or tools be available?" 

"Fifth.-WHO is best qualified to do it?" 

- "We ask this question to find the best PERSON 
to do each detail." 

- "Who is best for the job from the standpoint of 
skill? Experience? Physical strength?" 

"Sixth.-HOW is 'the best way' to do it?" 

- "We ask this of every necessary detail only after 
we have asked Where? When? and Who?" 

- "We want to find out if there is a BETTER WAY 
to do each detail." 
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TIME - "Usually there is a better way, but to find it we 
TABLE must first question the 'how?' of the necessary 

I details." 

Read Item 2 of STEP I1 and comment as follows: 

- "These are very important factors in any job." 

- "Each item should be questioned the same as the 
details in the Job Break-down." 

- Cite an example, if appropriate, as you discuss any 
of the following: 

- "Materials, machines, equipment, and tools are 
often scarce and hard to get." 

- "A small change in design may make possible s 
big Job Methods improvement." 

- "An improvement in the layout of the area or the 
work-place may save floor or bench space." 

- "Poor safety and poor housekeeping can cause 
waste of lives, time, and space." 

"Now, let's see how Bill Brown used these questions 
on the details of his job" 

- Ask the Group to follow the present method break- 
down. 

- "Bill Brovn got these answers to his questions." 

- ((Whenever he got a good 'clue,' he wrote i t  down 
in the notes coburnn." 

- DETAIL No. 1.-WALKING. E l  
- why? -- Not necessary if sheets can be  

What? --- 1 moved nearer to beach. 
(Write in notes column: "No, if 

sheets nearer bench.") 
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TIME - DETAIL NO. 2.-PICK UP COPPER SHEETS. 
TABLE 

I - Why? --__.._. Necessary to assemble the 
I shield. 
I 
i 

1 What? _.__.._. Necessary to assemble the 
I shield. 
! 

Where? _..__._. Close to riveter. 
(Write: "Close to Riveter") 

When? Any time before assembly. 

How? Must be a better way. 
(Write: ':Better way") 

- DETAIL NO. 3.-WALK TO BENCH. 

- Why? _._._... Unnecessary to  xralk over; 
unnecessary to walk back. 
(Write: "Same as #I") 

- DETAIL NO. 4.-INSPECT AND LAY OUT 
COPPER SHEETS. 

INSPECTION (4a) 

- Why? --._..._ Necessary to maintain quality. 

What? -_-__.._ Necessary lo maintain quality. 

 where?..^ At the riveting bench. 

When? ...-.-.. Just before assembly. 
(Write: "Just before assembly") 

Who? ..-..... Riveting operator. 

How? __...... Look for a better way. 
(Write: "Better way") 



TIME 
TABLE 

I - Way? _......_ Not necessary, adds mo quality 
to the product if the sheets 
are moved close to bench. 

(ViTrite: '6No, if sheets nearer 
1 encll") 

- DETAIL No. %.-WALK TO BOX AND 
REPLACE EXTRA SHEETS. 
- Why? _.._-... If ns  need to walk to box to get 

sheets, no need to walk toreplace. 
(Write: "Same as #I") 

- DETAIL NO. 6.-WALK TO BOX OF BRASS 
SHEETS. 
- Why? -___.... If no need to walk for copper 

sheets, ~ ~ ' h y  walk for brass 
sheets? 
(Write: "Same as #I") 

I - DETAIL NO. 7-PICK UP BBASS SWEETS. 
Same xs vi th Copper sheets. 
(Write: "Same as #2") 

I - DETAHE NO. 8.-WALK TO BENCH. 

I - Why? .......- M-ore walking. 
(Write: ('Same as #I") 

I 
1 - DETAIL No. %-INSPECT AND LAY OUT. 

- Why? -...-.-- Same as m-ith Copper sheets. 
(\TTrite: "Same as #a") 

- DETAIL NO. 10.-WALK TO BOX AND 
REPLACE EXTRA SHEETS. 

1 - Why? -_.-.... R4ore walking to replace sheets. 
(Write: "Same as # 1") 

I - DETAIL NO. 11.-WALK TO BENCH. 
- Why? .....-.. ISIore walking. 

(Write: "Same as #I") 
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TIME 
TABLE 

I 
- DETAIL NO. 12.-STACK 12 SETS. (CRISS 

CROSS) 

- Why? ----__-- Not necessary if layout is not 
necessary. 

(Write: 44No, if no layout") 

DETAILS No. 13 to No. 20 Inclusive.-RIVETING. 

- "Bill questioned Details 13 to 20 in exactly the 
same way. He questioned each detail 
separately." 

- "To conserve time in this meeting, let's just 
look a t  the information he noted." 

- "On each detail, Bill felt there must be a "better 
way." (Write: "Better Way" after each) 

I - Why? ---_---- Specification calls for it. 

What? Doubtful-Could find no good 
reason for this detail. Let's 
find out why? 

(Write: "Find out") 

- DETAILS No. 22 to No. 30 inclusive. - Were 
questioned by Bill Brown in the same way. 

- "He QUESTIONED the necessity of CAIkIkYING 
AND WEIGHING the tote boxes." 

- "And he found that COUNTING and PACKING 
could be done ANYTIME and ANYWHERE 
AFTER riveting." 
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TIME 
TABLE 

I v 
1 hr. 
16 min. 
to here 

A110 w 
16 min. 

- "While he was questioning and getting definite 
answers he did not make any changes." 

- "When dl details on the break-down have been 
thoroughly questioned-then we are ready to 
use STEP 111." 

11. STEP UP: DEVELOP THE NEW METHOD 

Read TITLES of Items 1 ,2 ,3 ,4  of STEP III 

Blackboard-Add 

STEP TI 
QUESTION 
Why? 
What? 

Where? 
When? 
Who? 

How? 

STEP I11 
DEVELOP 

- "Answers to the questions asked in STEP I1 lead 
to developing a New Method in STEP 111." 

- "We can increase production only when details 
are eliminated, combined, rearranged, or simpli- 
fied." 

- "Notice the order of the first four items-To 
'eliminate' after 'simplifying' would waste time." 

"Item 1.-ELIMINATE unnecessary details." 

- "The answers to Why? and What? lead us to 
eliminate unnecessary details." 

- 'We eliminate details to avoid unnecessary use 
of Manpower, Machines, and Materials." 
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TIME 
TABLE 

STEP I11 
FJEBELBP 

Where? 
When? 
Who? 
How? 

"Let's see hcm Bill Brown eliminated unnecessary 
details" 

- Have group check or cross oE each detail on the 
Present Nlethod Breakdown as it is eliminated. 

- "From his notes, Bill decided that details No. 1,3,5, 
6, 8, 10, 11 (Walking) would be unnecessary if 
the sheets could be delivered nearer the bench." 

-- "Bill found room on the bench for the supply 
boxes. Re found it was nso extra work for the 
handler. So he eliminated all of these details." 

- "The details No. 4b, 98, and 12 (Laying out and 
Stacking) added no quality if sheets were moved 
to bench-so he eliminated them." 

- "Detail No. 21 was found to be unnecessary, there- See p.  7s 
fore it was e1iminated."-EXPLAIN STAMP- 
ING STORY. 

- "DetaiIs No. 23 and 24 (Carrying and Weighing) 
served no useful purpose since Shields were sold 
by count. So these details were eliminated." 

"Item 2.-Combine details when practical." 

- "The necessary details should be combined when- 
ever i t  is practical and possible." 
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TABLE 

Blackboard-Add 

'TIME - "The answers to Where? When? and Who? are 
Beads for combining necessary details." 

STEP I1 
QUESTION 

STEP I11 
DEVELOP 

Why? I 
What? ] 
Where? 
When? 
Who? 

Wow? 

/~k- 

Eliminate! 

- "Possibilities for combining deta,ils are often dis- 
covered by finding the best place, best time, 
and best p r a m  to do each detail." 

- "Details are combined to reduce inspections and 
handlings between operations." 

"Let's see how Bill Brown combined some of the 
necessary details on the demonstration job" 

- "Re had asked of details Nos. 22.26.27 FVhere? and 
When? should the shields be backed and by 
m~~n?.~' 

- "He decided to bring the cases to the bench and 
pack them there. Therefore the three details 
were combined." 

"Item 3.-REARRANGE details for better sequence." 

- "If necessary details can't be combined, they 
may be rearranged for better sequence or 
order." 

- "We rearrange details to reduce Itlandlings and 
back-tracking. " 

- "The answers to Where? When? and Who? also 
give leads for rearranging necessary details. " 
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TIME 
TABLE 

Blackboard-Add 

STEP 11 
QUESTION 

STEP I11 
DEVELOP 

What? P Eliminate! 

When? P Combine! 1 
Who? 1 P Rearrange! I 
How? I 

- "Rearranging the order of details often saves 
unnecessary moving of parts and avoids unneces- 
sary picking up and putting down details." 

"Let's see how Bill Brown rearranged some of the 
necessary details on the demonstration job" 

- "Because he had changed the location of the 
supply boxes, he had to rearrange the details of 
picking up the Copper and Brass sheets." 
(Nos. 2 and 7) 

- "Since he no longer laid out the sheets, he had to 
rearrange the inspection details." (Nos. 4a and 
9 4  

- "It was not necessary to carry boxes to the scale, 
and the cases were packed at the bench. So he 
rearranged the delivery of cases to the Packing 
Department." (No. 25) 

"Item 4.-SIMPLIFY all necessary details." 

- "We 'simplify' to make the necessary details safer 
and easier to do." 

- "The answers to How? give us leads for simplifying 
necessary details." 
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TIME 
TABLE 

Blackboard-Add 

STEP I1 
QUESTION 

STEP I11 
DEVELOP 

What? 
F Eliminate! 

Where? 
When? I P Combine! 

Who? P Rearrange! 

How?} Simplify! 

- Read and explain the principles under Item 4. 

- Pre-position-"To put into the best position for 
materials, easiest pick up, ahead of time. 
tools, etc. In racks or holders." 

. . . Pen Desk Set. 

. . . Tools in rack. 

- Proper work-"Convenient reaching area." 
area . . . Varies with arm length. 

- Gravity feed-"Using gravity to bring parts to the 
hoppers best place in the work area." 

. . . Kitchen match dispenser. 

. . . Magazine-feed furnace. 

- Drop delivery-"Disposing of a part or piece by 
chutes dropping i t  through a chute to 

a container." 
. . . Mail Chute. 
. . . Coal Chute. 

- Both hands-"Letting the two hands do useful 
work.)' 
. . . Typewriter . . . Linotype. 
. . . Simultaneous hand assembly. 

- Jigs-"Movable mechanical holding devices." 
. . . Clamp . . . Guide . . . Template. 
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TIME - Fixtures-"Fixed mechanical holding devices usu- 
TABLE ally used in connection with a ma- 

chine." 
. . . Tool Rest . . . Holder. 

"Let's see how Bill Brown appEied these principles to 
simplify the details noted-'Better Way'." See p p .  :F 

I 
and 7 7  

Show bow the proposed methods and work-place 
were developed from the card by Bill Brown and 
the operator. 

- Start with the sheets on the bench-one riveter, 
and cases beside the operator. 

- Demonstrate all changes as you describe them. 
(From the card) 

- "The sheets were pre-positioned in the proper .r 

work area." 

- "Jigs were designed to hold the sheets." 

- "An angle aim was added to make the work 
easier. '' 

- "Now both hands could do useful work in picking 
up the sheets." 

- ('But i t  was still necessary to h e  lap the sheets 
by hand-and to use one hand for holding.'' 

- "A fixture was designed to position two riveters." 

- "Guides were added to line up the sheets." 

- "Now both hands could be used for riveting." 

- "Slots were cut in the bench and swap boxes 
were placed under the bench." 

So scrap could be discarded by drop delivery. 
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- "Thickness of the fixture was made so a pile of 
20 completed shields was flush with the top." 

- "Cases for finished shields were pre-positioned 
within easy reach." 

-- "Gravity feed-only principle not tused." 

-- "The principles on the card were used-and only 
these principles." 

 NOTE.-'^^^ group may oRer ideas for further improve- 
ments 

I - They may suggest: Foot operated riveters . . . 
I 
i 

4 riveters in one Fixture . . . A bar over 2 
! Riveters . . . Possibly a woman can do the job. 

- Csmpli~~cent tile members for doing the right kind 
of thinking-you know they will apply it to their 
jobs. 

Review how $TEP I1 and STEP XI1 are use 
to ialsure 3 corn;~lete improvement. 

- "The answers to Where?, When?, an 
Beads for combhiamg and rearranging." 

"The answers to Row? sapply leads far developing 
'the one best way' today by simplifying." 

'%$em 5.-Work out your idea with othersy9 

( '  1 ,  - l,+-e car3 o f t m  gct VALUABLE IDEAS from the 
'BOSS.' " 

I -- "He is the one vho knows what changes will 
1 take place and w'hcre more production is 

I necessary." 

i 

I - "He can give 1:s practical leads." 
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TIME 
TABLE 

- "We can get help from fellow supervisors." 
(some discussion) 

- "Our operators can help us. Working out an 
idea with an operator is especially important." 
(some discussion) 

- "Remember how Bill Brown 'worked with1 one of 
his operators." 

- "Operators have good ideas too; often just 
as many as we have-sometimes more!" 

- 6'bon7t work out an idea and spring it on an 
operator. None of us would like that. 
Neither would the operator." 

- "When he helps work out an idea he gets 
real satisfaction." 

- "An interested and satisfied worker is just as 
important as the idea itself." 

- "Usually everyone is glad to help if we ask him." 

''Item 6.-Write up your proposed new method" 

- "Many ideas 'die' before they are put into effect 
or are written down." 

- "Write up exactly what your new method will do 
and how it can be done." 

- ''A written proposal is a complete summary of 
your proposed improvement." 

- "We will discuss how to write up a proposal in 
detail, during Session 11." 

1 v - "After we have made a job break-down--clues- 
1 hr. tioned every detail-and developed the New 
30 min. Method-we are prepared to put it to work." 
t o  here 
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TIME 
TABLE 
Allow 
8 min. 

12. STEP IV: APPLY THE NEW METHOD 

Read entire STEP HV 

Black board-Add 

Step HV-APPLY The New Method 

- %nprovennents are of no value udess  put to 
work." 

- "Using STEP IV insures the success of irnprove- 
ments." 

- "Lack of STEP IV, in the past, has prevented many 
good improvements from being put to work." 

"Item 1.-SELL your proposal to the BOSS" 

Blackboard-Add 

I Step N.-APPLY The New Method --- 1 
Sell- 

- "To get his approval for a trial." 

- "Give him a short, complete story-facts ody- 
in your written proposal." 

- "Use break-down sheets, samples, sketches." 

- "Put it up to the boss a t  the appropriate time- 
Watch your timing!" 

HAND OUT PROPOSED METHOD BREAM-DOWN 

- Compare with present method break-down. Show 
how they can Le used as a selling story. 

- "Also use written proposals to explain what this 
improvement will do and how it can be done!" 
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TIME 
TABLE 

- "List production increases and better uses of 
Manpower, Machines, Material, Space, Equip- 
ment-also quality and safety improvements." 

I "Item 2.-SELL the new method to the OPERATORS" 

- "So it will get a fair test." 

- "Perhaps only one helped develop it, but several 
will have to use it." 

- "hstmet Operators in new methods carefully. 
Use the Job hstriirrction plan." 

- "Get the operators' cospesatisn and ideas on all 
improvements. " (some discussion) 

"Item 3.-Get FINAL APPROVAL of all concerned on 
SAFETY, QUALITY, QUANTITY, COST" 

Blackboard-Add 

Step PV-APPLY The New Method 

Sel! --Approvals- 

- "Getting approvals wiIH prevent tr~anbk.'~ 

- "Get approval of immediate supervisor on all 
fa~tors." 

( 1  -- VC7here necessary, get approval for:" 

- ' "afety--Safety Engineers and Operat,or*s." 

6 6  \ 
- - &apsFity - k:spectors a~lc! Ln'noratory." 

- "Quantity---Production and Plnnnming Depls." 

- "Cast-- Cost Department ." 

6 6 
- Follow regular omrgam-rizatitm 1hcs." 
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TIME "Item 4.-PUT the new method TO WORK-use it 
TABLE until a better WAY is developed" 

Blackboard-Add 

Step IV-APPLY The New Method 

Sell-Approvals-Use- 

- "Avoid waiting, get action as quickly as possible. 
Waiting 'kills' more ideas than lack of brains." 
(some discussion) 

- "Right now is the time when we need every prac- 
tical improvement working for US." 

- "Check to be sure the operators don't slip back to 
the old, more familiar method." 

- "Remember there will always be a better way. 
Keep searching for further improvements." 

"Item 5.-Give CREDIT where credit is due" 

Blackboard-Add 

Step 1V.-APPLY The New Method 

Sell-Approv Js-Use-Credit 

- "One stolen idea will stop all others." 

- "Stopping ideas is sabotage." 

- "We want to be sure we give proper credit and 
show sincere appreciation." 

- "Ask the boss to say a word sf apprec'atisn 
to the person who made or helped with the 
improvement ." 

1 hr. 
38 min. 
to  here 

- ' The more credit we give the more ideas we get." 
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TIME 
TABLE 
Allow 
7 min. 

I 

13. SELL THE USE OF THE JOB METHODS PLAN 

Review the 4-step pIan 

- Read each step and the main items under each. 

- "These 4 steps were all the foreman used to make 
the improvement sra the demcanstrationa job." 

- "These primipIes are aI% we need to make thou- 
sands of valuable improvements." 

- Stress importanace of LEARNING Instruction 
CARD. 

"Woulld more improvements right now-today--help 
you wit11 your present production  problem^?^' 
(some discussion) 

- Use the following 5 paragraphs if more '%selhg" 
is necessary : 

- "One improvement each meek would make 
any Supervisor's job easier, reduce 'bsttle- 
necks' and cut down the number of 'trouble' 
jobs." 

- "One improvememt today is worth ten times 
as much now as it would be next year." 

- "We can't afford to be 'TOO BUSY' to find 
time to continually search for improve- 
ments." 

- "Our fighting forces need greater quantities 
of quality products in less time to win this 
war.'' 

- "Hmprsvemesmts must be made now!" 

"Will this Job Methods plan make it easier for you to 
develop and apply improvements? " (some dis- 
cussion) 



THRIE 
TABLE 

i i 

I 
i 

1 hr. 
45 min. 
to here 

- Pf any say "no," point oat that the plan will help 
on m y  production job that includes Material 
Handling, Machine Work, or Hand Work. 

- Ts break down, "Our rvork is different" airiitnde, 
pokt  srrt that these principles have been applied 
by dithers to: 

- Mass Production and Job Shops. 

- Process, Assenbly, Machine-tool, and 
Foundry Work. 

- Ah-planes, Tanks, Guns, Ships, Munitions, 
Chemical and Lumber R4anufaeturing. 

- Get all to agree that, "It cam be done." 

~ l l o w  14. ASSIGN HMPRBVEMENT DEMONSTRATIONS 
10 min. FOR SESSHON I1 

"This is the wide story-Let's put it to work" 

- "Everyone will make Job R4ethods 

- "Pick out a dlmt job in your department on which 
you need Greater Quantities of Quality Prod- 
ucts in Less Time. Perhaps, one that's giving 
jrOU troublle." 

- "Don't try to h d  one that might show startling 
improvement.' ' 

- "Take any job-perhaps the first one that you 
think of--or the first one you see as you walk 
through the department ." 

- "Make a Job BREAK-DOW-N of the present 
method." 

- "QUESTION every detail on the Break-down." 
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TIME 
TABLE 

v 
1 hr. 
55 min. 
t o  here 

- "DEVELOP the new method." 

- "Make a proposed method job break-down." 

- "If you don't find an improvement on the 
first job, tackle another one." 

- "Get ready to tell us how you APPLIED or will 
APPLY the new method." 

- "Bring break-doms and samples, sketches, mate- 
rial, equipment, and tools to show both the 
present and proposed methods to the Group." 

- "About 20 minutes for both methods." 

- Ask members to name the job they will "tackle" 
for improvement. 

- "DO NOT BEING in any SECRET PRODUCTS 
or processes. Check this with your boss." 

Assign 3 improvement demonstrations for Session XI 

- Get 3 volunteers for Session 11. 

- "Any short job in your own department." 

- "AII improvements must be NEW IDEAS-no 
ancient history!" 

- Be sure they understand exactly what to do for 
Session 11. 

- Have them tell you what they are going to do. 

HAND OUT BLANK BREAK-DOWN SHEETS 

- 2 to each member-1 for present, 1 for proposed. 
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W E  15. RESISTANCE AND RESENTMENT- 
TABLE AND CLOSING 
Allow 
5 min. "Two human faiiings have stopped many improvements 

from being put to work." 

- "The first of these is RESISTANCE to new 
ideas." 

- "Don't be surprised if someone with whom you are 
checking over an idea tells you, 'The Present 
Method has been successful for twenty years- 
why change it?' That is a natural reaction." 

- "Be careful of the natural resistance everyone 
seems to have toward new improvements." 

- "We all tend to defend past practice, precedent, 
tradition, custom, habit-and to argue against 
any new ideas." 

- Cite some examples of resistance to such things 
as: Balloon Tires, Hydraulic Brakes, Clipper 
Planes. 

- "Don't let resistance interfere with improve- 
ments." 

- '(The principles of the Job Methods plan are not 
new. They were developed thirty years ago." 

- "Job Methods is a streamlined and simplsed 
version of tried and proved principles." 

"The second failing is RESENTMENT of criticism" 

- "Perhaps someone may interpret our search for a 
better method as personal criticism." 
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- "It is rap to us to explain sus purpose, which is a 
constructive search for a better way to get out 
the production needed for the wzr effort . " 

TIME 
TABLE 

I .  

- "Let's not be afraid to bring in improvements 
that may infer criticism sf ourselves, i. e. 
(mThy didn't yoa t h k k  of that one before?' " 

End 

- "Oar discussion of each job improvement will be 
only constructive, not personal criticism." 

- "Let's be sure that fear of criticism doesn't stop 
any of our ideas for improvements." 

V 

of 

Close promptly with these remarks 

2d hr. 

- "Remember the job we all have to do in this 
War of Production." 

- "Keep in mind that impro~ing job methods is 
part of our fighting assignment." 

- Stress how job methods improvements will help 
in our drive to produce greater quantities of 
quality products in less time. 

- "Learn the iaPstruction card before Session 11." 

- "Remember your assignments for Session 11." 

- "Bring in break-downs, sketches, materials, etc.- 
for actual demonstrations." 

- "Session I1 will be held on: 

- Collect name cards for use at other Sessions. 
Record attendance. 
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B E F O R E  Y O U  B E G I N  S E S S I O N  I1 
, 

BE SURE YOU HAVE THESE MATERIALS 

Extra JM Instruction Cards 14 Proposal Sheets I 
Extra Blank Break-down Sheets 3 Proposal Reports 
14 Sample Proposals Attendance Record i 

I 
BE AT MEETING BOOM 15 MINUTES BEFORE SESSION IS DUE TO OPEN 

i 

Arrange chairs. Look after rentilation, blackboard, chalk, eraser, etc. 

REMEMBER 

In Session I1 the emphasis is on STEP I :  Break down the job. 

WORK FROM THE OUTLINE-DON'T TRUST TO MEMORY 

If you are invited to visit operations in the Plant, B E  ABSOLUTELY SURE 
YOU DON'T YIELD T O  T H E  TEMPTATION OF  GIVING AN "EXPERT'S?' 
OPINION AS TO IMPROVEMENT OF  ANY OPERATION YOU OBSERVE. I 
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TIME 
TABLE 
Allow 
6 min. 

6 m h .  
to  here 

Allow 
10 min. 

OUTLINE FOR SESSION I1 
1. OPENING THE SESSION 

Opening remarks 

- Keep the meeting informal. 
Hand out name cards. 

- Express appreciation of the group's interest in 
improvement of Job Methods as indicated by 
their coming promptly. 

- "We have seen how the $-step Job Methods Plan 
was applied to a sample job." 

- "We will now see how these principles can be 
applied to our own jobs." 

2. REVIEW SESSION I 

Review purpose and 4 steps of the Job Methods plan 

- Emphasize the purpose. 

- Have the group give you the 4 steps and the main 
items under each. 

Blackboard 

STEP I.-BREAK DOWN The Job 
List ALL Details 

pp ~~ 

STEP I1 
QUESTION 

STEP I11 
DEVELOP 

F Eliminate! 

When? F Combine! 

Who?. 1 F Rearrange! 

STEP 1V.--APPLY The New Method 
Sell-Approvals-Use-Credit 
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- Review the use of each step and each item as you 
put them on the black board. 

TIME 
TABLE 

16 min. 
t o  here 

Allow 

- Stress the relation of STEP I1 to STEP 111. 

1 
20 

I 

3. PRACTICE DEMONSTRATIONS-TWO JOBS 
hour 
min. "The purpose of each demonstration is to learn by 

doing" 

- "When we're convinced the plan can be prac- 
tically applied, we can make many improve- 
ments." 

- "We are interested in both the improvements and 
the application of the 4-step plan." 

"Towget maximum benefit and to make the demonstra- 
tions clear to everyone each member will follow 
this procedure" 

-- L- Brief the following 8 points on the blackboard: See P. 77 

- "Describe briefly the job you have 'tackled' and 
explain samples and sketches you will use." 

- "Demonstrate the present method." 

- "Show present method break-down and read 
details." 

- '(Explainwhat information and leads youobtained 
from the answers to questions in STEP 11." 

"Explain how this information helped you to 
eliminate, combine, rearrange and simplify 
details while developing the new method in 
STEP 111." 

v-- " . 
g , - "Demonstrate the proposed method." 

- "Explain how you used, or will use, the items under 
STEP I V  to help you apply the new method." 

- "SumPup the improvements on your job." 
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TINE 
TABLE 

Ask group members to follow the demonstration with 
the Job Methods instruction card before them 

- "Check to be sure each part of every step has 
been considered." 

- "Make notes for constructive comments and for 
questions after demonstration is finished." 

- "There will be no discussion DURING demoaastra- 
tion--only questions on points not clear." 

Call om the first volunteer 

- Ask the volunteer: "Is this improvement new? 
Have you made a present and a proposed break- 
d o n ? "  

- If either answer is '6No," call on the second 
volunteer. 

- Have the volunteer follow the demkstration pro- 
cedure outlined above. 

I Mow to comment on each demonstration 

- Compliment the volunteer on the good points that 
show proper application of the Job Methods 
Plan. 

- Ask members if there are questions about the 
demonstration they want to ask or further im- 
provements they want to suggest. 

- Discuss the application of each part of the 4 steps 
and exactly how they helped the supervisor 
make his improvement. 

- Stress:-"Was it worked out with the operator(s)?" 
--"Mow was credit given (or planned)?" 
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TIME 
TABLE 

- Be sure you don't take the attitude of an 
'%EXPERT." You should ONLY LEAD THE 
DISCUSSION. 

- 011 cgarestioms involving company policy, the super- 
visor should be refeared to his o m  manage- 
ment. 

- Sum up the results of the improvements in terms 
of increased production and machine use, sav- 
ings in materials, better quality, safety, and 
housekeeping, etc. (use blackboard). 

- Record each improvement on the Attendance 
Record and the Proposal Report. 

Stress the use of STEP I on each demonstration. 

- The correct way to make a break-down should be 
clearly and completely explained before pro- 
ceeding to the next, demonstration. 

- Show how easily a break-down can PROPERLY 
be made by ushg the volunteer's job. 

- Write out on the blackboard entire present break- 
down (or a substantial part). 

- R e ~ e a t  the clefmition of a detail: "Everv single - 
ching that is done, every inspection, every 
Delay." 

- Stress advantage of plenty of notes. 

- Empha'size the value of the break-down. 

- "We cannot investigate all details properly before 
listing them carefully." 

- "We must have all the facts." 

- "The success of the improvement depends on 
information obtained from questioning a com- 
plete breakdown." 
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TIME 
TABLE 

v 
1 hr. 
35 min. 
t o  here 

Allow 
10 min. 

Call on the second volunteer (if time permits) 

- Use same procedure as with first volunteer. 

- Be sure to sum up carefully all improvements 
in the demonstration (use blackboard). 

- Record the improvement on the Attendance 
Record and the Proposal Report. 

- Continue to stress importance of the break-down. 

- List all details om the board to further emphasize 
the importance of the break-down. 

- Use both present and proposed methods if neces- 
sary. 

-Prove that a break-down of the Present Method 
listing all details and facts makes it easy to 
"question" thoroughly and to '*develop" com- 
pletely. 

4. EXPLAIN USE OF THE PROPOSAL SHEET 

Explain importance of writing up proposed new method 

- "Too many proposed improvements 'die' before 
they are put into practice or put down on paper." 

- "The write-up is a good device for SELLING the 
improvement to the boss." 

- "It is very useful in getting &a1 approval on 
Safety, Quality, Quantity, Cost, etc." 

- "Practical improvements can be passed on and 
used by others in the Plant." 

How to write up a proposal 

- HAND OUT SAMPLE PROPOSAL. 

- Read the proposal and discuss it in detail. 
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TIlME 
TABLE 

I 
- "It is important to list the improved uaes of Man- 

power, Machines and Material at the beginning 
of the proposal." 

( 4  - Improvements in quality, design, safety, house- 
keeping, etc., should also be included." 

- "We must tell exactly how the improvement can 
be made and what will be accomplished." 

- Stress the importance of heading, signature, 
samples, sketches, and job break-down sheets. 

- "The names of those who should receive credit 
should also be shown." 

- Explain how the check list of questions on the 
back of proposal sheet should be used. 

- "The questions will help us check the com- 
pleteness of our improvement." 

- "They may give us some new ideas." 

- "At least, they will stimulate our thinking 
improving the job." 

"Each member will write up a proposal" 

- "It should be written-up similar to the sample." 

HAND OUT PROPOSAL SHEETS 

v 
1 hr. 
45 min. 
t o  here 

- "Those who put on their demonstrations are now 
ready to write up proposals in final form." 

- "These members will read their proposals to the 
Group during Session 111." 

- "Others will wait until after the demonstrations 
to write up and present their proposals." 



TIME 
TABLE 
Allow 
10 niin. 

B hour 
55 min. 
to here 

TRAINING WITHIN INDUSTRY PLAN 

5. ASSIGN DEMONSTRATIONS FOR SESSION PPI 

Ask for 4 volnnteers for Session IIP demonstrations 

- "Any ahsst job in your department. Not a secret 
product or process.')' 

- "Tackle the first job yon come to when you walk 
into your department." 

- "All demomtrations must be made by applying 
this Job Methods plan." 

- ((We don't want a review of improvemen&s that 
ha.ve been atready put in effect." 

- "Each Volunteer will m&e a job break-doam of 
the job he has selected-qanestion every detail- 
develop a New hfetl~od-and work out a plan 
for applying the New Method.') 

- "Also make a break-dbwx of the new method." 

- "If you can't improve the first job you tackle; 
break down, question, and develop another one." 

- Ask each Volunteer to name the job on which he 
will apply the  4-Step Plan. 

- Have volunteers tell you what they are going to 
do to follow the 4S tep  Plan. 

- Check with the others in the group to be sure all 
arc working on 8 job and all are uskg the 4-step 
plan. 

- "Dernonstratio~s are scheduled for 20 minutes for 
both present and proposed methods." 

- Hnvitc any who want help to  stay after Session. 
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TIME 6. EEVIEW AND CLOSING 
TABLE 
Allow Review 
5 nain. 

i - Stress the value of learning the purpose, the 4 
steps and the items under each step. 

I 
- Review the use of the proposal sheet and the cheek 

list of qazestiomas. 

Closing the session 

- SeII the idea that "learning by is the only 
way to gain confidence. 

- "Job Methods improvement is a regular part of 
the supervisor's daily job." 

- Point out the personal advantage to supervisors 
who make good improvements regerlarly. 

- Stress the value of having their paoposds carefuBPy 
worked out with everybody concerned before 
turning them in for final approval. 

- CBsse promptly with the reminder that Session I11 
wiU be held on 

End of 
2d hr. - Collect name cards. Record attendance. 
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B E F O R E  Y O U  B E G I N  S E S S I O N  I11 

BE SURE YOU HAVE THESE MATERIALS 

Extra JM Instruction Cards Extra Proposal Sheets 
Extra BIsnk Break-down Sheets Proposal Reports 

Attendance Record 

BE AT MEETING ROOM 15 MINUTES BEFORE SESSION IS DUE TO OPEN 

Arrange chairs. Look after ventilation, blackboard, chalk, eraser, etc. 

REMEMBER 

The emphasis in Session I11 is on STEP 11: Question every detail. 

WORK FROM THE OUTLINE-DON'T TRUST TO MEMORY 

W E  
TABLE 
Allow 
5 min. 

6 min. 
to here 

All0 w 
6 min. 

OUTLINE FOR SESSION I11 
1. OPENING THE SESSION 

Opening remarks 

- Hand out name cards. 

- Express your appreciation of the interest shown 
by the group at the last Session. 

- Compliment those who presented constructive 
improvements during Session 11. 

2. REVIEW SESSIONS I AND I1 

Review the purpose, the 4 steps, and the proposal sheet 

- Stress the importance of using the Job Methods 
plan to make the best use of all the Manpower, 
Materials, and Machines now available. 

- Have the group tell you t.he 4 steps. Have them 
put their cards in their pockets during the 
review. 

- Review the use of EACH STEP as you put  i t  on 
the board. 



TIME 
TABLE 

I 

1 
V 

BO min. 
t o  here 

AlPo w 
1 hr. 
40 min. 

i 
i 

i 
i 
I 

I 
I 
I 
I 
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Blackboard 

STEP I.-BREAK D0VdN The Job 

List ALL details 

STEP I1 STEP I11 
QUESTION GCBEVELOP 

What? I P Eliminate! 

Where? -- B Combine! 
When? 
Wls? a Rearrange! 

- Review ease and irnyortance of propassaP sheet. 

Stress the vahe of deanomsstrations 

- "Learning by doing gives us conih.lence. 

- "We see t'he practical application of these principles 
to OUT j ~ b ~ . ' ~  

- "Everyone of us bas the same opportunity to 
~ l s s sv  his ability in making improvements." 

- "Describe briefly t'he job you have 'tackled' a,nd 
explain samples and sldxlhes you will use." 

- "Demonstrate the present method," 
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TIME 
TABLE 

- "Show present method break-down and read 
details." 

- "Explain what ilaformatZon and leads you ob- 
tained from the answers to the questions in 
STEP IH." 

- "Explain how this information helped you to 
eliminate, combine, rearrange and simplify 
details while developing the new method in 
STEP In." 

- "Demonstrate the proposed method." 

- "Explain how you wed, or will use, the items 
under STEP PV to help you apply the new 
method." 

- "Sum up the improvements on your job." 

Ask group members to follow the demonstration with 
the Job Methods instruction card before them 

- "Check to be sure each part of every step has been 
considered." 

- "Make notes for constructive comments and ques- 
tions to use AFTER demonstration is finished." 

- "There will t e  no discussion during demonstra- 
tion-only questions on points not clear." 

Call on the first volunteer 

- Ask the volunteer: "Is this idea new? Have you 
made a present and proposed break-down?" 

- If either answer is "NO," call on the next 
volunteer. 

- Have the volunteer follow the demonstration 
procedure outlined atove. 
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TIME Wow to comment on each demonstration 
TABLE 

- Complinrent the volunteer on the good points that 
show application of the JoL Methods Plan. 

- Ask members if there are questions about the 
demonstration they want to ask or further 
improvements they want to suggest. 

- Discuss the application of each part of the 4 
steps and exactly how they helped the super- 
visor make his improvement. 

- Stress:-"Was it  worked out with the operator(s)?" 
-"How was credit given (or planned)?" 

- Be sure you do not assume the attitude of an 
"expert." You should ONILY LEAD the 
discussion. 

- On questions involving company policy, the super- 
visor should Le referred to the management. 

- Sum up the results of the improvements in terms 
of increased production and machine use-sav- 
ings in materials-better quality, safety, and 
housekeeping-etc. (use blackboard) 

- Record each improvement on the Attendance 
Record and on the Proposal Report. 

1 Stress the use of STEP I1 during this practice period 

- Stress the importance of a questioning attitude 
throughout this Session. 

- Get the group to ask Why? What? Where? 
When? Who? How? &uestiams during the 
discussion after each demonstration. 

I - Review the relation of Step 11 to Step HI. 
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TIME 
TABLE 

I 
I 

I 
1 
a 

B hr. 
50 min.. 
t o  here 

AIGW 
5 min. 

I 
I 

I 
I 
I 
I v 

1 hr. 
55 min. 
to here 

- Stress the irfiportance of asking each bracket of 
questions for each detail. 

- Emphasize the need for holding back "flash ideas" 
and noting them on the breakdown sheets. 

- "The best Improvements are developed only after 
careful and eompllete questioning." 

- Explain why it is essential to complete STEP I1 
before starting STEP 111. 

- Stress the importance of questisraing all factors 
Item 2 of STEP I1 and how these may affect 

the details of the job. 

Demosrstratisns No. 2, No. 3, No. 4 (same as No. I)  

- Sum up the improvements on each job. (use 
blackboard) 

- Record each improvement on Atte~dmce Record 
and on Proposal Repst. 

write up their proposals'assd read them at Session 
IV." 

4. PROPOSALS ON SESSION 11 
DEMONSTRATlONS 

dsk members who pat on dera~onstmtiom during 
Session I1 to read their written propossls. 

- BZecsanm~nd t h ,  t thfiprsposds, break-down sheets, 
sketclnes, samples he submitted at once for 
apprsvd and a c t' mpa. 

- Record results sf i m p r ~ v e m e ~ ~ t s  on P r o ~ s a l  
Report. 
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TIME 5. ASSIGN DEMONSTRATIONS FOR SESSION PV 
TABLE -AND CLOSE 
Allow 
6 mim. Ask for vshnteers for Session 1%' demonstrations 

I 

- "Any short job. Not a seeret product or process." 

- "Must be NEMT improvements." 

- "Pok~w the 4-step plan." 

- "Make a break-down of the proposed method." 

- Check the jobs with volunteers. 

- Invite m y  who want help to stay after Session. 

Closing the session 

- Point out the high points of each demonstration 
and compliment the group on their progress. 

- Remind the group that similar improvemends will 
go far to help win the war. 

- Emphasize the urgent need for every improve- 
ment. 

- Stress the d u e  of taking time to develop New 
Methods that save time, maehinaes and material. 

- Close promptly with a reminder about Session I V  

- Collect name cards. Record attendance. 
End of 
2d hr. 
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B E F O R E  Y O U  B E G I N  S E S S I O N  IV 

BE SURE YOU HAVE THESE MATERIALS 

Extra J M  Instruction Cards Estra Proposal Sheets 
Extra Blank Break-down Sheets Proposal Reports 

Attendance Record 

BE AT MEETING ROOM 15 MINKTES BEFORE SESSION IS DUE TO OPEN 

Make an appointment with the Plant Representative to see him on the day Session 
V will be held and 45 minutes before i t  opens. The object is to review with him 
the Methods Improvements presented a t  Sessions 11, 111, and IV which you 
have listed on your PROPOSAL REPORT. 

Between the close of Session IV and the time of your appointment, prepare the 
PROPOSAL REPORT you will discuss with the Plant Representa ti ve. 

I n  the Meeting Room arrange chairs, look after ventilation, blackboard, crayon, 
eraser, etc. 

REMEMBER 
The emphasis in Session IV is on STEP 111: Develop the new method with others. 

WORK FROM THE OUTLINE-DON'T TRUST TO MEMORY 

TIME 
TABLE 
Allow 
6 min. 

OUTLINE FOR SESSION IV 
1. OPENING THE SESSION 

Opening remarks 

- Hand out name cards. 

- Express your appreciation of the interest and 
enthusiasm shown by the group. 

- Compliment those who presented constructive 
improvements a t  Session 111. 

- Stress the need for developing improvements and 
for getting action so they will be put into effect. 

- Ask if the improvements proposed during Sessions 
I1 and I11 have been put into effect. 

I v 
N o ~ ~ . - T h i s  will give you something concrete to talk 

6 min. over with the plant representative. 
to here 
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2. REVIEW PREVIOUS SESSIONS TIME 
TABLE 
Allow Review purpose and 4 steps of the Job Methods plan 
6 

- Ask a member to state the purpose without 
looking a t  the instruction card. 

min. 

v 

- Ask the group to develop t-he 4 steps without 
using the card. 

10 min. 
to  here 

Allow 
1 hr. 
36 min. 

Blackboard 

Step I.-BREAK DOWN The Job 

Step 11.-QUESTION Every Detail 

Step 111.-DEVELOP The New Method 

Step 1V.-APPLY The New Method 

- Point out some outstanding applications of the 
4 steps in Session I11 demonstrations. 

3. PRACTICE DEMONSTRATIONS-FOUR JOBS 

Point out the advantage to all members of applying 
the Job Methods principles to all jobs 

- "The demonstrations a t  Sessions I1 and I11 
illustrated the importance of learning by doing." 

Ask each volunteer to follow this procedure 

- Brief the following 8 points on the blackboard: See p. 77 

- "Describe briefly the job you have 'tackled' and 
explain samples and sketches you will use." 

- "Demonstrate the present method." 

- "Show present method break-down and read 
details." 



56 TRATNING WITHIN INDUSTRY PLAN 

TIME 
TABLE 

- "Explain what information and leads you ob- 
tained from the answers to the questions in 
STEP PI." 

- "Explain how this information helped you to 
eliminate, combine, rearrange, and simplify 
details while developing the mew method in 
STEP IIH. ' ' 

- "Demonst~rate the proposed method. " 

- "Explain how you used or will use the items 
under STEP I V  to help you apply the new 
method." 

- "Sum up the improvements on your job." 

Ask group members to follow the demonstration with 
the Job Methods instruction card before them 

- "Check to be sure that each part of every step 
has been considered ." 

- "Make notes for conastrudive 'comments and 
questions after demonstration is finished." 

- "There will be no discussion DURING demon- 
stration-only questions on points not clear." 

Call on the first volunteer 

- Ask the volunteer: "Is this idea new? Have you 
made a present and a proposed break-down?" 

- If either answer is "NO"-call on the next 
vdunkeer. 

- Have the volunteer follow the demonstration 
procedure outlined above. 

How to comment on each demonstration 

- Compliment the volunteer on the good points 
that show application of the Job Methods Plan. 
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TIME - Ask memb&rs if there are questiims about the 
TABLE demonstration they want to a,sk or further im- 

provements they want to suggest. 

- Discass the application of each past sf the 4 steps 
and exactly how they helped the supervisor 
make his irnprovernent . 

- Stress: -"Wa,s it worked out with the csperator(s)?" 
6 6 

- How wzs credit given (or planned)?" 

- Be sure you do not assume the attitude of an 
"e~per t .~ '  Yon should ONLY LEAD the dis- 
cnssian. 

- On questions involving company psiicy, the super- 
visor should be referred to the mamgemexlt. 

- Sum up the results of the improvements in terms 
of--increased production and machine use- 
savings in materials--better quality, safety and 
housekeeping--etc. (use the blackboard) 

- Record each improvement on the Attendance 
Record and on the Propsal  Report. 

Stress the use of STEP HI1 during this practice period 

- Show zgain the relation of STEP 11 to STEP Ill. 

Blackboard 

I STEP I1 
QUESTION 

STEP I11 
DEVELOP 

P Eliminate! 

I - t Simplify ! 

Where? 
When ? 
who? , 

--b Combine! 
-- P Rearrange ! 
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- "Eliminating all unnecessary details eliminates 
waste. This will save manpower, machines, 
and materials that are badly needed." 

TIME 

- "Combining and rearranging details reduces han- 
dling and backtracking." 

v 

- "Simplifying all necessary details by applying the 
principles on the card makes the work easier 
and safer for the operator." 

TABLE 

- "Thus, we can produce greater quantities of 
quality products in less time by making the best 
possible use of the manpower, machines, and 
materials available. " ' 

1 hr. 
45 min. 
to here 

Allow 
10 min. 

Demonstrations No. 2, No. 3, No. 4 (same as No. 1) 

- "The four members who put on demonstrations 
will write up their proposals and submit them a t  
Session V." 

- "Those who put on their demonstrations at Session 
V will bring in their written proposals and revise 
them (if necessary) during the discussion 
periods." 

4. PROPOSALS ON SESSION I11 
DEMONSTRATIONS 

Ask members who put on demonstrations at Session 
I11 to read their written proposals to the group 

- Ask for comments and suggestions. 

- Recommend that the proposals, break-down sheets, 
sltetches, samples, etc. be submitted at once for 
approval and ACTION. 

- Rewind the group it is important to give credit 
where credit is due. 



TIME 
TABLE 

I v 
1 hr. 
65 min. 
to here 

Allow 
6 min. 

FOR IMPROVING JOB METHODS 59 

- Stress the great importance of continuing to 
search for better ways. 

- Record the results of improvements on the 
Proposal Report. 

5. ASSIGN DEMONSTBATIONS FOR SESSION V 
-AND CLOSE 

Ask for remaining volunteers for Session V demon- 
strations. 

- "Any short job. Not a secret product or process." 

- "Must be NEW improvements." 

- "Fobbow the 4-step plan." 

- "Make a breakdown of the proposed method." 

- Check the types of jobs with volunteers. 

- Invite any who want help to stay after Session. 

Closing the session 

- Review the outstanding improvements in the 
demonstration jobs and compliment the group 
on their progress. 

- Point out the personal satisfaction and the 
advantages to the supervisor who increases pro- 
duction by improving Job Methods. 

- Close promptly with a reminder about Session V 

End of 
2cl hr. - Collect name cards. Record attendance. 
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B E F O R E  Y O U  B E G I N  S E S S I O N  V 

BE SURE YOU HAVE THESE NATERPALS 

Extra JA?I Instruction Cards Extra Proposal Sheets 
Extra Blank Break-down Sheets Proposal Reports 

Attendance Record 

BE AT PLANT 45 MINUTES REFOWE SESSION IS DUE TO OPEN 

See the Plant Representative and review with him the PROPOSAL REPORT 
on the Demonstrations made by members of the Group during Sessions PI, 111, 
and IV. 

Tell the Plant Representative that in closing Session V you will ask each 
~nenlber of the Group to PLEDGE he will BREAK DOWN and QUESTION a t  
least ONE JOB EVERY WEEK, and to PLEDGE he d l  DEVELOP and APPLY 
as many IhlPROVEMENTS as possible on these jobs according to the Job Methods 
Plan. 

I n  this discussion strive to further develop the Plant Representative's interest 
so he will see that his Company's management gives constructive m d  continuing 
ENCOURAGEMENT to the Job Methods Plan and to the slipervisors who have 
participated in it. 

BE AT MEETING ROOM 15 MINUTES BEFORE SESSION HS DUE TO OPEN 

Arrange chairs. Look after ventilation, blackboard, chalk, eraser, etc 

REMEMBER 

The emphasis in Session V is on STEP IV: Apply the new method. 

WORK FROM THE OUTLINE-DON'T TRUST TO MEMORY 

WITHIN TWO DAYS AFTER SESSION V 

Make it a point to complete the ATTENDANCE RECORD and your PRO- 
POSAL REPOItT ON ALL DEMONSTRATIONS ~ n a d e  by the group. Submit 
the ORIGINAL to the Plant Representative and one copy to the TWI  DISTRICT 
OFFICE;  keep a copy for yourself. See that  the T W I  DISTRICT OFFICE 
receives the Attendance Record PROMPTLY. 
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TIME 
TABLE 
Allow 
5 niin. I. OPENING THE SESSION 

Opening remarks 

- Hand out name cards. 

- Express your appreciation of the interest the 
Group has shown during the four sessions. 

I v 
6 min. 
t o  here 

- Compliment those who presented constructive 
improvements at Session I V . 

- Cite one or two recent bmpsovements which are 
the result of applying the Job Methods plan. 

Lh l lo~  2. REVIEW PREVIOUS SESSIONS 
5 min. 

Review purpose and 4 steps of the Bob lMethods plan 

v 
10 min. 
t o  here 

-- Ask the group to give the 4 steps and state pur- 
pose. -without looking at instruction card. 

- Review use s f  steps. 

Blackboard 

Step I.-BREAK DOWN The Job 

Step 11.-QUESTION Every Detail 

Step 111.-DEVELOP The New Method 

I Step 1V.-APPLY The New Method 

Allow 3. PRACTICE DElMONSTRATIONS-TWO JOBS 
1 hr. 
10 min. Value or" demonstrations 

- "Learn to present new method before group." 

- "Develop experience by observing how 3thers 
improve their job methods." 
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TIME 
TABLE 

I 
- "Through group discussion we benefit from the 

experience of others." 

Ask each volunteer to follow this procedure Sea p. 77 

- Brief the following 8 p in t s  on the blackboard: 

- "Describe briefly the job you have 'tackled' and 
explain samples and sketches you will use." 

- "Demonstrate the present method. " 

- "Show present method break-down and read 
details." 

- "Explain what information and leads you 
obtained from the answers to the questions 
in STEP 11." 

- "Explain how this information helped you to 
eliminate, combine, rearrange, and simplify 
details while developing the new method in 
STEP 111." 

- "Demonstrate the proposed method." 

- "Explain how you used or will use the items 
under STEP IV to help you apply the new 
method." 

I - "Sum-up the improvements on your job." 

Ash group members to follow the demonstration with 
the Job Methods instruction card before them 

- "Check to be sure that each part of every stepzhas 
been considered ." 

- ''Make notes for comments and questions to use 
AFTER demonstration is finished." 

- "There will be no discussion DURING demonstra- 
tion, only questions on points not clear." 
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TIME 
TABLE 

Call on the first volunteer 

- Ask the volunteer: "Is this idea new? .Have you 
made a present and a proposed break-down?" 

- If the answer to either is "No," call on the 
next volunteer. 

- Have the volunteer follow the demonstration pro- 
cedure outlined above. 

Mow to comment on each demonstration 

- Compliment the volunteer on the g o d  points that 
show application of the Job Methods Plan. 

- Ask members if there are questions about the 
demonstration they want to ask or further im- 
provements they want to suggest. 

- Discuss the application of each part of the four 
steps and exactly how they helped the supervisor 
make his improvement. 

- Stress:-"Was it worked out with the operatsr!~)?" 
-"How was credit given (or planned)?" 

- Be sure you do not assume the attitude of an 
"expert." You should ONLY LEAD the dis- 
cussion. 

- On questions involving company policy, the super- 
visor should be referred to the management. 

- Sum up the results of the improvements in terms 
of increased production and machine use, sav- 
ings in materials, better quality, safety and 
housekeeping-etc. (use blackboard). 

- Record each improvement on the Attendance 
Rzcord and on the Proposal Report. 
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TIME Stress the use OF STEP PV during this practice period 
TABLE 

- Discuss the vdne sf  a complete, clear and concise 
write-up for the ' 6B~ss .9 '  

- Also break-domi sheets (Present and Pro- 
posedj, sketches, samples, savings in 
mmpower, machines and materials. 

- Talk over the various reasons why operators may 
need to be soid on the new method, even though 
it was worked oat with one or more of them 
earlier (in Step 111). 

- Discuss effective mays for selling new methods 
to operators. 

- "Securing final approval from all concerned is 
necessary to assure proper authorization for 
making changes in methods and to avoid 
difficulties. " 

- Stress the importance of quick action in putting 
the New Method to work. 

I 
- "Constant checking is necessary to make 

sure the new method remains in effect." 

-- "Xeep on searching for a better method." 

- "Give credit where credit is dame." 

- "Credit is a powerful incentive to produc- 
ing more and better ideas." 

- "Credit should be given to every person 
who helped make an improvement." 

- "Falure to give credit may stop alll other good 
ideas that  might come from the Department 
or the Plant." 

- "Proper credit is i~dispensalble to the success of 
the Job Methods plan." 
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TIME 
TABLE 

v 
1 hr. 
20 min. 
to here 

Allow 
20 min. 

v 
1 hr. 
40 min. 
to here 

Allow 
10 min. 

- Ask the "Boss" to give credit to those who have 
helped you. 

Demonstration No. 2 (same as No. 1) 

- Sum up the improvements on each job. 

- Record each improvement on Attendance Record 
and on Proposal Report. 

4. PROPOSALS ON SESSIONS IV AND V 
DEMONSTRATIONS 

Ask members who put on demonstrations during ses- 
sions IV and V to read their completed proposals 
to the group 

- Ask for comments and suggestions. 

- Recommend that the proposals, break-downs, etc. 
be submitted at once for approval and ACTION. 

- Record results of improvements on the Proposal 
Report. 

5. REVIEW THE JOB INSTRUCTION PLAN 

Stress the importance of instructing operators properly 

- "Failure to properly instruct operators may mean 
failure of the new method." 

- "To be sure the new method is done exactly right, 
instruct the worker carefully-following the J o b  
Instruction Plan." 

Ask members to tell you the four get-ready pointsof 
the Job Instruction plan 

1.-"Have a time table." 

2.-"Break down the Job-List the principal steps 
and the key points." 
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TIME 
TABLE 

v 
1 hr. 
60 min. 
to here 

Allow 
10 min. 

3.-"Have everything ready. " 

4.-"Have the work place properly arranged." 

Ask members to give the 4 basic steps of the Job 
Instruction plan (YOU review sub-heads briefly). 

- "Step 1-Prepare the worker." 

- "Step 2-Present the operation." 

- "Step 3-Try out performance." 

- "Step 4-Follow up." 

- " 'If the worker hasn't learned, the instructor 
hasn't taught' applies to all jobs." 

- "Be sure this plan is used every time an operator 
is instructed in a New Method." 

6. SUMMARY AND CLOSING APPEAL 

summarize the Job Methods plan 

- Review the  purpose. 

- "Carrying out this purpose will help you 
personally, and it will help win the war." 

- Review the four steps completely. 

- Be sure every member has an instruction card. 

- Urge every member to keep the instruction 
card with him and to use it every time he 
begins to improve a Job Method. 

- "All the principles that are needed to improve 
hundreds of our jobs are on this card." 
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- -- 

TIME 
TABLE 

The group member's responsibility 

- "Now that our five meetings are over and each of 
us has demonstrated, 'it can be done,' we have 
a responsibility. It begins here and now." 

- "This plan is only as  good as  we make it-by apply- 
ing it today, tomorrow, and every day to every 
job and keeping on applying it." 

- Ask the MEMBERS of the group TO PLEDGE 
that they will break down and question a t  least 
one job every week. 

- And to pledge they will develop and apply 
as many improvements on these jobs as 
they can. 

- Assure the group of management's support, and 
pledge to give proposals prompt action. 

Closing appeal 

- "Our men and women on the fighting front are 
risking their lives to win this war today, tomor- 
row, and every day of the week." 

- "We all know by now that improvements in job 
methods will definitely help us produce greater 
quantities of quality products in less time." 

- a "I know you will put the Job Methods plan to 
work every time you can so you can do even 
more for the war effort." 

- "And, I know that the improvements you make 
will be a credit to you and to the company." 

- "Take time to study every job. Encourage others 
to take Job Methods so they can help." 
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T m E  
TABLE 

I 
.; 

End of 
2d hr. 

- "It has been a real pleasure to work with you. I 
wish you the best of success." 

- Record the attendance. 
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REFERENCE 

MATERIAL 

The following pages were prepared to assist you in your capacity as Trainer to 
make a convincing presentation. These pointers were prepared after hundreds of 
ten-hour sessions had been closely observed to find the best way to get results. 

I n  presenting this Job Methods program an otherwise convincing demonstration 
is often spoiled by a point that was improperly made because it appeared to be of 
minor importance. You will avoid this if you will study the pages that follow. 
Practice the demonstrations until you have mastered each step and successfully 
timed your explanation with each move you make. 

To help you become thoroughly competent in making the demonstrations, the 
explanations accompanying each step are given in full in this Reference Material. 
A clear understanding of the points to be made is absolutely necessary to a success- 
ful demonstration. These points are covered in detail on the pages which follow. 
References to these explanations appear in the Sessions Outline in the right hand 
margin and are printed in italics. 

I n  addition, there are suggestions for establishing an informal atmosphere to 
put the group a t  ease; also, suggestions for making clear where the Job Methods 
program fits in as one of a supervisor's five needs. 

Illustrations, stories and examples of your own that show the practical applica- 
tion of the items presented are very desirable and should be used whenever appro- 
priate. However, no item in the Sessions Outline is to be omitted or changed. 

This does not mean that the paragraphs in quotation marks are always to be 
given to the group exactly word for word as given in the Sessions Outline. The 
Trainer may use his own words so long as the exact meaning is preserved a t  all times. 
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"ESTABLISH AN INFORMAL ATMOSPHERE" 

The personal impression you make during the first 5 or 10 minutes is a big factor. If 
favorable, it makes the work easier. If unfavorable, you must make considerable effort later 
to overcome this impression. 

The manner of your delivery and the tone of your voice should show clearly that you are 
in earnest, that you feel strongly about the importance of the work, and that you fully respect 
the present knowledge and experience of the group. Here are some ideas that will help you to 
open the session successfully. 

1. Establish your own industrial background by briefly relating your own industrial 
connection. If this is done while writing or printing your name on the blackboard, 
it will set a pattern each one present will naturally follow. 

- Have Group members state their own connections briefly. This is done 
not so much for the information they give but to put them a t  ease. I t  is 
something they can do correctly and easily. Allow about 15 seconds for 
each member. 

- Have members print their names and d2partments (and conlpany's name, if 
several companies are represented) on a card which is placed before them. 

- You can say that your difficulty in remembering na.mes makes this coopera- 
tion on their part a help in conducting the sessions. 

2. If plant regulations permit smoking, you may light a pipe or a cigarette and thus 
encourage informality. But keep in mind that a pipe or a cigarette can be a 
nuisance to you while trying to talk or write. 

- When you have encouraged informality in this manner, put the pipe or 
cigarette aside until later in the session whcn it will not interfere with 
conducting the meeting. 

3. Your only purpose is to help them to rnake better use of what they now know. They 
were selected for their skill and experience. They probably know more about that 
part of their job than anyone else in their Department. 

4. At all times avoid the atmosphere of the classroom. The members of your group are 
mature persons and they resent any suggestion of the "school teacher and school 
boy" relationship. Make it a point to avoid using terms such as "class," "stu- 
dent," "classroom," "teacher." Instead, use terms such as these: "group," 
"worker or learner," "get-togethor," "meeting," "instructor," etc. Keep before 
the group the fact that TRAINING is a normal part of a supervisor's job-it 
isn't something "special" or "apart." Think and speak of a meeting devoted to 
training just as you would of any other important meeting that has to do with 
PRODUCTION. 

5. Tell the group they will discuss shop problems, as a group of men in the shop, and there's 
nothing technical. 

- Therc will be a chance to actually try out the plan and practices discussed. 

6. Tell the group that not so long ago you were "on their side of the table," when you took 
this training yourself. You know i t  is not too difficult to "get on to" and you 
have tried it out in practice. I t  works. Being able to "pass it along" is a satis- 
faction to you. It's a real privilege to be associated with something that can be of 
so much help to the war effort. 
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THE FIVE NEEDS OF A SUPERVISOR 
On the first page of the Outline for Session I ,  there is a paragraph which reads as follows: 

"Cover the 'five needs' of every supervisor." This appears near the bottom of page 5. The 
Trainer's job at  this point is to explain in a few words how Skill in Improviug Job Methods 
is one of the supervisor's five most necessary qualifications. 

Before you attempt to explain tho five needs a t  this point, study the FIVE NEEDS 
STORY on page 2. Then, consider the following brief presentation given below as one way 
of telling this story clearly and in the shortest time. 

Make it a point to take no more than three minutes at  the outside to tell this story. 
Otherwise, your time table all through Session I will be upset. 

Write the five needs on the blackboard as you tell the  story. 
"Let's look at  a supervisor's job-and the knowledge and skill he must have to 

manage it successfully." 
"First, he must have Knowledge of the Work." (Tell briefly what this covers and 

write on the blackboard: '1-Knowledge of Work') 
"Second, he must have Knowledge of his Responsibilities." (Tell briefly what this 

covers and write on the blackboard: '2-Knowledge of Responsibilities') 
"These two needs vary with each company and plant, and the necessary knowledge 

to fill these needs must be provided by the plant organization itself. Often knowledge 
that is necessary in one plant is of no use a t  all in another plant." 

"A third need of every supervisor is Skill in In~tructing. '~ (Tell briefly what this 
covers and write on the blackboard: '3-Skill in Instructing') 

"The fourth need is Skill in Improving Methods." (Tell briefly what this covers 
and write on the blackboard: '4-Skill in Improvi~g  Methods') 

"And the fifth is Skill in Leading People." (Tell briefly what this covers and write 
on the blackboard: '5-Skill in Leading') 

"The Skill of Improving Methods is the part of the supervisor's job that we're going 
to tackle in these Sessions. Training Within Industry gives the same kind of help on 
developing Skill in Instructing and Skill in Leading People." 

"Practice and experience in using these three skills helps the supervisor to recognize 
and solve his daily problems. The supervisor who 'gets these three skills under his belt' 
can use them anywhere. They are his for all time." 

THE DEMONSTRATION JOB 
"The principles of the Job Methods plan can be best demonstrated by showing how they 

wore applied to an actual job. The job we will use for demonstration is from another war 
p l a n t n o t  this plant. Watch this demonstration job in terms of any job in your own depart- 
ment." 

"TThile we have tried to pick a typical job as a sample for demonstration it was impossible 
to select one that would be exactly like those performed in your shop or department. The 
sample job we picked out was chosen simply to show how the Plan definitely improves Job 
Methods." 

"First we show you the PRESENT METHOD of doing this job and then, the PROPOSED 
METHOD. The same kinds of improvements that were made on this job can be made on 
any job which includes ONE or MORE of the three basic types of work." 
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JOB METHODS PLAN APPLIES TO ALL JOBS 
Ask several members of the group to name the kinds of work done in their departments. 

From their answers, develop the fact that ALL of the operations on ANY production job can 
be classified under ONE or MORE of three basic types of work: (1) Material Handling 
(2) Machine Work (3) Hand Work. 

(NOTE.-Thinking, Inspection, and other "nonproductive" operations are parts of all 
three types of work) 

Write the three types of work on the blackboard. 

"The demonstration job includes: (1) Material Handling (2) Machine Work and (3) 
Hand Work. These are tho featuros to be compared to your jobs-not this product, nor this 
operation. Make i t  a point to watch these three basic types of work during the demonstration; 
observe them in terms of any job in your own department ." 

Emphasize that these three types of work are included in the demonstration job and 
that these three types of work are comparable to their jobs. I T  IS VERY NECESSARY 
TO MAKE THIS COMPARISON CLEAR. In  this way you will overcome the objection 
that the Plan does not apply to their jobs because "their work is different." I t  reduces any 
job of any kind to the common denominator of ONE or MORE of the three general types of 
work. 

MATERIAL AND EQUIPMENT 
"The sample Job selected for demonstration is the making and packing of Radio Shields. . 

(SHOW SAMPLE RADIO SHIELD) Each Shield consists of a 5-inch-by4-inch Copper 
Sheet riveted to a similar Brass sheet, a t  four points. Each completed Shield has the word 
'TOP' stamped in the lower right-hand corner of the Brass Sheet. The two sheets are each 
about fifteen one-thousandths or one sixty-fourth of an inch thick. (SHOW SAMPLE 
SHEETS) You will notice we are using cardboard in place of Copper and Brass because these 
metals are scarce and substitutes serve our purpose for the demonstration." 

1. "The operations performed on the sheets are Inspecting, Assembling, Riveting, Stamp- 
ing, and Packing." 

2. "The operations are performed by FOUR OPERATORS, each working a t  his own 
bench." 

3. "On each bench there is a hand-operated riveting machine represented by this paper 
stapler. (SHOW THE STAPLER) 

4. The substitution will serve our purpose. I t  is impossible to carry riveting machines 
from group to group, and they are needed for war production." 

5. "There is a rubber stamp and a stamp pad beside the riveting machine for the purpose of 
stamping each Shield." (SI-IOW THE STAMP AND PAD) 

THE PRESENT METHOD 

"We will now demonstrate the PRESENT METHOD of making and packing the 
Shields." 

"There are four sets of machines and equipment, one for each of the four operators. We 
will follow the job of completing the Shields as performed by one of the operators whom we 
will call 'Jim Jones.' The same job was being done by the three other men. Another man, a 
Material Handler, worked with these operators. He serviced other operators on the same floor 
as well." 
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"The Copper and Brass sheets were delivered in Tote Boxes by the Material Handler a t  a 
point six feet away from the work bench. He brought the Shields from the Punching and 
Stamping Department. Two scrap bins, one for Copper and one for Brass, were located a t  the 
right of the bench. The Tote Box for Finished Shields was on the left side of the bench." 
(SHOW POSITIONS OF BOXES AND BINS) 

Picking-up, Laying Out and Inspecting 

"From his bench Jones walked six feet to the Supply Box containing Copper Sheets. He 
picked up 15 to 20 Copper Sheets although he was only going to lay out 12 on the bench. He 
did not pick up the exact number of sheets because they were thin and it was hard to pick up 
the right number. Also, there were usually among them sheets that had been scratched or 
dented and they could not be used. With the Copper Sheets in one hand, he walked six feet 
back to the bench." 

"Jones then laid out 12 sheets on the bench, in three rows of four to a row. As he laid them 
out, he inspected each one for scratches and dents. Only one side of the sheet had to be 
inspected becaise a scratch or dent bad enough to spoil its quality shows through. The 
sheets he rejected, he dropped into the Cdpper Scrap bin. To do this he had to take two steps 
toward the bin." (SHOW ONE OR TWO DAMAGED SHEETS AND PUT THEM 
I N  THE BIN) 

"Since a few sheets were usually left over, he walked back to the Supply Box and replaced 
the extra sheets. Then he walked three feet from the Copper Supply Box to the Brass Supply 
Box and picked up 15 to 20 Brass Sheets. Again, he did not pick up exactly 12 because the 
sheets were thin, and more than likely he would have had to scrap some of them." 

'(Jones then returned to the bench and inspected and laid out 12 Brass Sheets. He put 
one on top of each Copper Sheet. This had to be done carefully, since they scratched easily. 
Defective sheets were thrown in the Brass Scrap Bin. As before, he had to take two steps in 
order to throw the defective sheets into the proper bin. (REJECT ONE OR TWO) If he 
had any Brass sheets left-usually he did-he had to make another trip to the Supply Box, 
six feet away, in order to return them and walk six feet back to the bench again." 

'(Jones then stacked the 12 sets of sheets crosswise (criss-cross) near the right side of the 
riveter and he sat down in front of it." 

Riveting and Completing the Shield 

"He then picked up a set of sheets with his right hand, and lined them up so the holes 
matched and the edges of the sheets were even. The line-up tolerance was five one-thou- 
sandths of an inch. Lining up to this close tolerance called for a good deal of experience. 
When the sheets were lined up, he positioned them in the riveter, riveted the top left-hand 
corner, moved the sheets, riveted the other top corner, and removed them from the riveter. 
Then he reversed the sheets and riveted the bottom corners." 

"He removed the Shield, reversed it, and placed it on the bench. He stamped the word 
'TOP' on the right-hand corner of the Brass Sheet, inking the stamp on the stamp pad. Then 
he set the completed Shield aside on the bench." (RIVET AND STAMP AT LEAST 3 
SHIELDS) 

"Having laid out 12 sets of sheets, he repeated the process described above until all 12 
sets were riveted, stamped, and piled on the bench. Then he carried the 12 Shields to the Tote 
Box for Finished Shields, placed them in the box and returned to the bench." 
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Weighing and Packing 

"He repeated this process until the Tote Box for Finished Shields was full. Then, he 
picked it up and carried it to the scale and weighed it. The scale, used by the entire depart- 
ment, was 50 feet away from his bench. The Tote Box weighed about 75 pounds, so a strong 
man was required. (PICK UP THE BASKET OR CHAIR YOU ARE USING AS A 
TOTE BOX AND CARRY IT  TO THE REAR OF THE 'CONFERENCE ROOM. 
hIAI(E I T  LOOK REALISTIC! USE PROPER LIFTING PROCEDURE) Jones made 
out a weight ticket and placed it in the Tote Box. After placing the box beside the scale, he 
returned to his bench and started on another box of Shields." 

"When two or three Tote Boxes of Finished Shields had accumulated near the scale, the 
Material Handler took them on a two-wheel hand truck to the Packing Department, a distance 
of 100 feet. In the Packing Department, the first thing the Packer did was to remove the 
Shields from the Tote Box, check-inspecting them as he went along. Then the Packer counted 
out 200 of them and packed them in a wooden case supplied by the Material Handler. The 

Packer  nailed the cover on the case, weighed it, and stenciled the delivery address on the 
outside. He marked the weight on the delivery slip and set the case aside for.shipment. The 
Tote Boxes he had emptied were returned by the Material Handler to a point close by the 
riveting operator's work bench." 

DISTRIBUTE PRESENT METHOD LAYOUT and review the FLOW of MA- 
TERIAL from the supply boxes to the shipping platform. Point out the NUMEROUS 
HANDLINGS. 

"Can you identify the Material Handling, the Machine Work, and the Hand Work that 
were performed on this job?" (REFER TO MATERIAL HANDLING, MACHINE 
WORK, AND HAND WORK ON THE BLACKBOARD AND HAVE VOLUNTEERS 
I N  THE GROUP IDENTIFY EACH TYPE OF WORK) 

EQUIPMENT FOR THE PROPOSED METHOD 

"Now, let's look at the PROPOSED METHOD for doing the same job. This improved 
method was developed with the help of the operator, Jim Jones, and put to work by the Foreman 
of the department by applying the principles of the Job Methods Plan. For convenience, we 
will call the Foreman, Bill Brown." 

"First, let's look a t  the improvement that was made. Then, we will discuss HOW Bill 
Brown applied this Job ~ e t h o d s  Plan and HOW each of us can use the Plan to improve any 
job in our department or company." 

"Watch these improvements closely. Not only for the way in which they apply to this 
sample job but how the principles which made the improvements possible may be applied to 
ANY job in our department which includes Material Handling, or Machine Work, or Hand 
Work." 

"Here are the results: The Tote Boxes of Copper and Brass Sheets were placed directly 
on the bench by the Material Handler. I t  made no difference to him whether he placed them 
on the bench or six feet away. No extra work was required." (PLACE PILES OF SHEETS 
ON THE TABLE) 
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Riveting Machines, Fixtures and Jigs 

"Two riveting machines were placed side by side on the bench. I t  was not necessary to 
buy new machines because the second machine was taken from one of the other benches. Then, 
a simple fixture was made to fit around the two riveters. The riveters were spaced very care- 
fully-in exact locations so that rivets would go through two holes in the sheets a t  the same 
time. In addition, the fixture was equipped with two guides that fit the sheets. When the 
operator slips the sheets between the guides, the sheets are lined up automatically before rivet- 
ing. This lining-up is within the tolerance limits of five one-thousandths of an inch." (SHOW 
GROUP HOW THE RIVETERS F I T  INTO T H E  FIXTURE, AND HOW T H E  SHEETS 
F I T  BETWEEN T H E  GUIDES, AND ARE AUTOMATICALLY LINED UP) 

"Two jigs were made to hold the sheets. (SHOW JIGS TO GROUP) One of them is 
. for the Copper Sheets, the other for the Brass Sheet,s. One jig was placed a t  the right side of 

the fixture and the other a t  the left. An arm was placed on each jig a t  an angle of 45 degrees 
so the sheets are held in position where they can be easily picked up by the operator. -This 
angle arm was suggested by Jim Jones." 

"The Scrap Bins were placed under the work benoh and two slots were cut in the bench so 
damaged sheets could be dropped into the bins. The slots are directly in front of the jigs. 
Cutting the slots was also suggested by Jim Jones, the operator." 

New Arrangements for Packing and Shipping 

"Shipping cases were placed beside the operator so he could put the completed shields 
directly into the shipping case. The Material Handler brings in empty cases and takes away 
the full ones." 

"Since there were no longer any heavy Tote Boxes to be carried from one place to another 
and the sheets were lined up automatically, i t  became possible for operators with less experi- 
ence and less ~hvsical strenpth to do the work satisfactorilv. The result was that four strong.. . .. ~-~ . ., u u "# 

well-experienced operators were UPGRADED to more important work where this experience 
and these physical qualifications could be used to better advantage. Jim Jones was pleased 
that his contribution had helped improve the job." 

THE PROPOSED METHOD 

"Doing the job by the IMPROVED METHOD, the first thing the operator does is to 
put a pile of Copper Sheets in the right-hand jig and a pile of Brass Sheets in the left-hand jig." 

"He 'fans' them out as he puts them into the jigs so they can be picked up one at  a time 
very easily." (DEMONSTRATE BY FILLING THE JIGS) 

"With his right hand, the operator picks up one Copper Sheet and with his left hand he 
picks up one Brass Sheet. He inspects both sheets, dropping any defective ones down the 
proper slot. And, he puts the good sheets together in pairs with the Brass Sheet on top. Then 
he puts each pair of sheets in the fixture. I t  is no longer necessary to line them up so the holes 
and edges will be in the same position. The guides on the fixture do this automatically." 

The Simplified Riveting Process 

"He rivets the two bottom corners at the same time since he has two riveting units and can 
operate them with two hands a t  the same time. Then he removes the sheets, reverses them, 
and places themin the fixture guides to rivet the two top corners. He does the bottom first, 
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so the square corners will be flush against the guides on the fixture. Thus, he does not have 
to watch to see that the cut-away corners meet because, when the bottom has been riveted, 
the sheets are already very tightly pressed together and the cut-off corners meet exactly. As 
soon as i t  is riveted, he places the finished Shield in front of the fixture." (RIVET AT LEAST 
3 SHIELDS) 

"He repeats the process 19 times until he has completed 20 Shields. He does not have to 
count or weigh them because the height of the fixture had been so designed that when 20 
Shields are stacked in front of it, the top of the pile is exactly flush with the top surface of the 
fixture. The Shields are sold and delivered by count, not by weight." 

"When he has finished 20 Shields, he places them in the shipping case a t  his right. As 
soon as one case has been filled with 200 Shields, he sets an empty case on the one he has just 
filled. When four or five cases are full, the Material Handler delivers the cases that are full 
to the Packing Department. There, the Shields are spot-check inspected by the Packer who ' 

nails on the cover, weighs the case, puts the weight on the delivery slip, and sets the case aside 
for shipment." 

DISTRIBUTE PROPOSED METHOD LAYOUT. Point out the FLOW OF MA- 
TERIALS AND COMPARE WITH PRESENT METHOD LAYOUT. 

"WHY THE TOP STAMP WAS UNNECESSARY" 
"The stamp and stamp pad used in the PRESENT METHOD to put the word TOP on 

each completed Shield are not used under the PROPOSED METHOD. The reason is that 
Bill Brown, the Foreman, was in a position to ask the Engineering and Inspection Departments 
WHY this stamping was NECESSARY. He was given the following answer: 'Are you fellows 
still doing that? I t  is not necessary to stamp the word TOP on the newly designed Shields that 
have the upper left hand corner cut off. There is only one way they can be assembled NOW. 
The stamp should have been left off 6 or 8 months ago when the design was changed.' " 

"Someone forgot to tell the Foreman about the stamp and forgot - to change the blueprint 
and specifications." 

HOW THE RIVETING DETAILS IN STEP 111 WERE SIMPLIFIED 
Arrange the work place with the sheets ON the bench, packing case beside the operator, 

ONE riveting machine on the bench, and the CARD in YOUR HAND. Make a careful and 
logical explanation as you demonstrate ALL the significant moves and developments worked 
out by the foreman. 

"Let's see how Bill Brown, with some help from his operator, Jim Jones, simplified the 
details noted 'better way.' He used these principles and ONLY these principles." 

This is the way Bill said he reasoned out the improvements. He used the card to get 
ideas. 

- He read: "PRE-POSITION the materials in the proper work area." 
- He moved the sheets near the riveting machine. 
- But they were still awkward to pick up. 

- Again he consulted the card: "Use - JIGS and fixtures for holding." 
- This gave him an idea. Why not make jigs to hold the sheets? 
- Jim Jones suggested putting an angle arm that would fan out the sheets on 

each jig, so he could always pick up one sheet with each hand. 
- So Bill had the jigs made up. 
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- But it was still necessary to LINE UP the sheets by hand. 
- Also one hand had to be used for holding while doing the riveting. 
- As Bill studied the problem an idea developed: Since there were two punch- 

ings, why not try TWO riveting machines? 
- He looked at the card and read: "Use jigs and FIXTURES for holding." 

- This seemed to be a good idea, so he had a fixture designed to HOLD and 
EXACTLY SPACE the riveting machines. 

- Once the fixture was made, he saw a t  a glance the need for guides to line up 
the sheets. 

- Now, one hand need not be used for holding. BOTH HANDS could be 
used for riveting. 

As Bill and Jim tried out t,he improvement, they came to a defective sheet. I t  was 
necessary to get up and go to the scrap bin to get rid of it. 

- They consulted the card again: "Use drop delivery chutes." 
- The operator picked up this idea and asked whether slots could not be cut in 

the bench. 
- This was done and the scrap boxes were placed under the slots. 
- Now, it was NOT necessary to get up so as to discard scrap. 

- Bill then made the job still "EASIER" by having the fixture made of just the 
right thiclrpess so that a pile of 20 completed Shields would be fiush with the top of 
theIfixture. 

- The empty cases for finished Shields WERE PRE-POSITIONED within 
easy reach. 

- Then it was a simple matter to place the Shields directly in the packing 
cases until they were filled. 

"This was the REASONING Bill went through, with some help from one of his workmen, 
when they worked out the proposed method. They used the principles on the card and only 
these principles. 

THE EIGHT STEPS OF A PRACTICE DEMONSTRATION 
A great help to the Trainer and the group members is to list on the blackboard (in very 

abbreviated form) the eight steps for putting on a practice demonstration. These demon- 
strations take place during Sessions 11, 111, IV and V. 

In their briefest form, without regard to conventional abbreviation, t h ~  eight points would 
bo written like this: 

1. Describe the job 
2. Demo present method 
3. Read details-present 
4. Info. from Step I1 
5. How info. used in Step I11 
6. Demo proposed method 
7. How use Step IV 
8. Sum up 
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LIST OF TRAINING MATERIALS 
USED IN THE FIVE TWO-HOUR 

SESSIONS 

DEMONSTRATION KIT, consisting of: 

1 Fixture I ['Top" Stamp 
2 Jigs with 1 Stamp Pad 

angle arms 250 Copper Cards 
2 Staplers 250 Brass Cards 



FOR IMPROVING JOB METHODS 79 



80 MEMORANDA 



Operation Inspect, Assemble, Rivet', Stamp and Pack Product Radio Shields Department Riveting and Packing 

Your name - Bill Brown Operator's name Jim Jones Date June 14, 1944 - 

PRESENT 
List of All Details for - 

Every single thing that is done--Every inspection-Every delay 

1. Walk to box of copper sheets. 

2. Pick UD 15 to 20 CODDer sheets. 

3. Walk to bench. 

4. Inspect and lay out 12 sheets. 

5. Walk to box and replace extra sheets. 

6. Walk to box of brass sheets. 

7. Pick up 15 to 20 brass sheets. 

8. Walk to bench. 
- ~ 

9. Inspect and lay out 12 brass sheets. 

10. Walk to box and replace extra sheets. -- 

11. Walk to bench. 

12. Stack 12 sets near riveter. 

13. Pick up one set with right hand. 

14. Line up sheets and position in riveter. 

15. Rivet  to^ left corner. 

Reminders-Tolerances-Distance-Time Used-Etc. 

Placed 6 feet from bench bv handler. 

Scratches and dents. Scra~ in bins. 

Placed 3 feet from copper box by handler. 

One on top of each copper sheet. 
- 

- - -  

Line-UD tolerance .005". 

-- 
IDEAS 

Write them down-Don't trust 
your memory 

-. 



PRESENT 
List of All Details for Method 

Pl4€w3Ss-B 

Every single thing that  is done-Every inspection-Every delay 

16. Move s h e e t s  and r i v e t  top  r i g h t  corner .  

1.7. Remove, r eve r se ,  and p o s i t i o n  i n  r i v e t e r .  
-. 

18.  Rivet  bottom r i g h t  corner .  

19. Move s h e e t s  and r i v e t  bottom l e f t  corner .  

20. Remove, r eve r se .  and p lace  s h i e l d  on t a b l e .  

21. Stamp i d e n t i f i c a t i o n  and p i l e  on t a b l e .  

Repeat No. 1 3  t o  No. 21-11 times. 
22. Carry 12 s h i e l d s  t o  t o t e  box and p lace  

i n  box. 

23. Carry f u l l  t o t e  box t o  s c a l e  and weigh. -- 

24.  Make weight t i c k e t  and ~ l a c e  i n  box. 

25. Carry t o t e  box t o  packing department. 

26. Take s h i e l d s  out of t o t e  box. 

27. ?ack s h i e l d s  i n  sh ipping  case.  200/case. 

28. Close, weigh, and s t e n c i l  case.  

- -- - - . - - .- - 
Write them down-Don't trust 

Reminders-Tolerances-Distanceme Used-Etc. your memory 

"TOPn on brass-lower r i g h t  corner .  

29. Mark weight on d e l i v e r y  s l i p .  - 

30. Se t  case a s i d e  f o r  shipment. 

50 f e e t  from bench t o  s c a l e .  ! 
- 1 - 

Approximately 75pounds-gross. I 
By handler-100 f e e t .  1 - 

By packer.  ..- -- 

Check inspec t ion .  Wood cases  suppl ied  
by handler .  

-. - - --- 

Empty t o t e  boxes re turned  by handler .  1 --- - - - 
i 



Pack product Radio Shields Department Riveting and Packing 

)perator's name Date June 14, 1944 

1 

r 
aperation Inspect, Assemble, Rivet, 

Your name B i l l  Brown C 

List of All Details F o r  
{ e e d  / Method 

Every  single thing t h a t  is done-Every inspection-Every d e l ~  

1. Put pile of copper sheets in right jig 

2. Put pile of brass sheets in left jig 
3. Pick up 1 copper sheet in right hand and 

1 brass sheet in left hand 

4. Inspect both sheets 

5. Assemble sheets and place in fixture 

6. Rivet the 2 bottom corners .- 

7. Remove, reverse, and place sheets 

, -- - =  --; _ _  -=====-- 
L rLI\Id>JHd 

- ====- 4_____-_= -- --= ===--- ----- - +t-------w- - ---- -- 
JOB ~ ~ T H O D S  BREAICDOWN SHEET 

8. Rivet the 2 top corners 
9. Place Shield in front of fixture 

Repeat No. 3 to No. 9 inc1.-19 times - - 
10. Put 20 Shields in shipping case- 

200/case 

11. Carry full cases to Packing Dept. -- 

12. Close, weigh, and stencil cases 

13. Write weight on delivery slip 
-- 

14. Set cases aside for shipment 

N O T E S  

Reminders-Tolerances-Distance-Time used-Etc. 

Boxes placed on table by Handler 

1 Scratches and dents. Drop scrap through 
1 slots 
Fixture lines up sheets and locates rive 
holes. Brass sheet on top 

Cases placed by Handler 

By Handler with hand truck 

Check inspection by Packer 

I D E A S  

Write  them down-Don't t rus t  
your memory 
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J o b  M e t h o d s  T r a i n i n g  
PRESENT METHOD LAYOUT 

Bras t  
Se rap  

Scale  a 
100 Feet 89 Handler 1 

D R A W N  TO SCALE l-L-.l 
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JOB METHODS 
PROPOSAL 

4 
[following is my proposal  fon  improving t he  method f o r  doing t h i s  work:* 

'Note.-  ell exact ly  HOW you be l i eve  t h i s  improvement can be accomplished. Use another 
shee t  f o r  add i t iona l  information o r  sketches  i f  needed. 
Attach Present  and Proposed Break-down shee t s .  

(over)  
I&-54947-2 



(PROPOSAL-REVERSE SIDE) 

Before turning in your PROPOSAL, be SURE you have rechecked the New Method with th 
Job Methods 4-STEP PLAN. 

STEP I.-BREAK DOWN the job. 
1. List ALL the details of the job EXACTLY as done by the Present Method. 
2. Be sure details include all: 

Material Handling. 
Machine Work. 
Hand Work. 

STEP 11.-QUESTION every detail. Use these types of questions: 
1. WHY is it necessary? 4. WHEN should it be done? 
2. WHAT is its purpose? 5. WHO is best qualified to do it? 
3. WHERE should it be done? 6. HOW is "the best way" to do it? 

Also QUESTION the- 
MATERIALS 

Can better, less expensive or less scarce 
materials be substituted? 

Can the scrap from this job be used for 
another product? 

Have defects and scrap been reduced to a 
minimum? 

Are the material specifications entirely 
clear and definite? 

NIACHINES 

Is each operating at maximum capacity? 
Is each in good operating condition? 
Are they serviced regularly? 
Is the machine best for this operation? 
Should a special set-up man or the opera- 
tor make all the set-ups? 

Can use be made of the machine's or oper- 
ator's "idleu time? 

EQUIPMENT AND TOOLS 

Are suitable equipment and tools avail- 
able? 

Have they been supplied to operators? 
How about gauges, jigs, and fixtures? 
Have equipment, tools, been properly pre- 
positioned to permit effective work? 

PRODUCT DESIGN 

Could quality be improved by a change in 
design or specifications? 

Would a slight change in design save much 
time or materials? 

Are tolerances and finish necessary? 

STEP 111.-DEVELOP the new method. 

LAYOUT 

Is there a minimum of back-tracking? 
Are the number of handlings and the dis- 
tances traveled at a minimum? 

Is all available space being used? 
Are aisles wide enough? 

WORK-PLACE 

Is everything in the proper work area? 
Can gravity-feed hoppers or drop-delivery 
chutes be used? 

Are both hands doing useful work? 
Has all hand-holding been eliminated? 

SAFETY 

Is the method the SAFEST as well as the 
easiest? 

Does the operator understand all safety 
rules and precautions? 

Has proper safety equipment been provided 
Remember, accidents cause WASTE of man- 
power, machines, and materials! 

HOUSEKEEPING 

Are working and storage areas clean and 
orderly? 

Is "junk" taking up space that could be 
used for additional operators, machines, 
benches, and operations? 

Do away with anything that is unnecessary. 
Be sure necessary things are in proper 
places. 

See that good Shop Housekeeping reduces 
delays, waste, and accidents! 

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

STEP 1V.-APPLY the new method. 
1. SELL your Proposal to your Boss and Operators. 
2. Get final approval of all concerned on SAFETY, QUALITY, QUANTITY, COST. 
3. Put the New Method to work. Use it until a better way has been developedl 
4. Give CREDIT where credit is due. 16-34947-2 U. s. GOVElHMEWT P R I N T I N G  O F F I C E  



Foreword 

Since the goal of every sirncere t ra iner  is t o  do the 

job competently and throughly, t h i a  guide merely offers acme of 

the thinking behind the manual and e e m s  t o  c l a r l e  reasons for  

this thinking. 

There are three separate features in presenting Job 

Methods Training, KNOW the manual, UNDERSTAND the  manual, and 

KNCM the objectives t o  be attained i n  each session, 

T N s  guide is developed t o  make your dob convincing 

and the  program clear. 

Think of the ten-hour session as a ahallenge t o  you t o  

convince every member tha t  the principles are sound and the plan 

practical. 

Keep before the group continuously tha t  Job Methods 

Training is  a PRODUCTION TOOL tha t  m ~ y  be used dai ly  for  results ,  

not a course that  merely broadens knmledge, 



SESSION 'I 

Introduction b~ t h e  Plant Executive 

Many t r a i n e r s  wonder why t h i s  i s  a must of the  program. The reasons 

should be obvious. We a l l  l i k e  t o  ge t  s t a r t e d  on the r ight  foot ,  and i f  the plant 

executive pledges cooperation ana support, t he  members of the group h e d i a t e l y  

reac t  t o  the  importance of the  program. 

It lends a f lavor  of cooperation and production i n t e r e s t  t h a t  helps 

you, the  group, and management. 

FIVE MINUTES, NO MORE. And i f  t he  executive wants t o  know what t o  

say, r e f e r  him t o  the wri t ten ~ t r o d u c t i o n  f o r  ideas. 

Introduction b~ the Trainer 

Remember the  old adage, "First impressions are  l a s t i n g  impreasionslm 

This i s  your opportunity t o  s e l l  yourself t o  the  group, and it i s ' amigh ty  im- 

portant sale .  

He all l i k e  a friendly, informal atmosphere. We l i k e  the man who 

can be himself. Be natural,  be one of the  group, ge t  i n  the * f i r s t  namefl habit  

quickly. 

T e l l  the  members without fanfare of your background, merely t o  jus t i -  

fy  tha t  you a re  a p rac t i ca l  man with i n d u s t r i a l  background and not a formal edu- 

cator.  

Distr ibute the name cards, it breaks the s p e l l  of l i s ten ing .  Have 

each man say a few words about himself, it ge t s  them talking. Often it breaks 

t h e  i c e  with the skeptics.  A few remarks t o  t i e  your background i n  with his 

helps SE;LL yourself, i f  done naturally.  

Remember, reasons are  powerful so  now i s  the  best time t o  develop t h e  

reasons behind the need f o r  T.W.I. Training. 
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Develop the nfive needsn of every supemisor,  ge t  t h e i r  agreement 

tha t  t h i s  i s  soma  reasoning, and f i t s  t h e i r  job. 

Now, what comes next? 

You have sold yourself t o  the group and the need fo r  supervisory 

ntools of productionm, now, i s n ' t  i t  natura l  t o  s e l l  the t o o l  on which you w i l l  

concentrate f o r  ten-hours, Job Methods Improvements. 

S e l l  the purpose, the need, t h a t  i t  i s n ' t  a new idea, and t h e  Ibr. 

Supervisor, the man r ight  in the  group i s  one of the  best sources f o r  ideas and 

always has been. '&at you a re  goiqg t o  do i s  t o  of fer  a plan tha t  has been t r i e d  

and proven, developed by men who KNCmV the problem of production, and t h a t  you 

KNOW the  plan w i l l  work because you have worked it yourself. 

Watch f o r  t h e  paragraph, HDuring the  next four sessions each of us 

will have a chance t o  use th i s  plan on jobs from our own departmentsln Here is 

the opportunity t o  c l ea r ly  explain i n  a few words, what w i l l  be expected of them. 

Each rill apply these principles  t o  a amall  job, ANY small job i n  fac t ,  and the  

ideas must be new, not already in effec t ,  T h i s  emphasis w i l l  sharpen a t tent ion  

for  the remainder of Session I. Don't overlook t h i s  opportunity, it w i l l  help 

you, 

To whet t h e i r  appet i tes  a l i t t l e ,  t e l l  them t h a t  c e r t i f i c a t e s  w i l l  

be given those who complete f i v e  sessions, something t o  always remind them of 

t h e i r  contribution t o  the w a r  e f for t .  

If you have handled yourself well t o  this point, you have done a 

swell job of se l l ing  yourself, and the idea tha t  the program f i t s  them l i k e  a 

glove. 



Describe t h e  Use o f ' t h e  Demonstration Job 

The prel iminar ies  a r e  completed, now i t ' s  time t o  t 

and s tar t  pitching.  

le rubber 

Up t o  now the re  has been a l o t  of t e l l i n g .  And t e l l i n g  ge t s  t i r e -  

some, so  t h e  pace changes. What could be more l o g i c a l  than  t o  s e l e c t  a job, 

any job, and use t h i s  job as a means t o  c l a r i f y  t h e  program by demonstration. 

But M r .  Skeptic i s  going t o  say t h a t ' s  f i n e ,  but what does t he  "any 

job* have t o  do with my work? 

"My work is  d i f f e r e n t  lJ' 

Anticipating t h i s  hurdle, you make su re  t h a t  t h i s  cannot be sa id .  

You p a t i e n t l y  develop the  t h r ee  types  of work from t h e  group and dr ive home tha t  

in ang job t h a t  has any one of t he se  t h r ee  types of work, these  pr inc ip les  apply. 

To make sure  t h e  die-hard8 a r en ' t  s t i l l  skep t i ca l ,  s t i c k  your neck 

out,  and ask i f  anyone can th ink  of a job i n  h i s  department t h a t  does not have 

a t  l e a s t  one of these  types of work. This c l inches  it, f o r  ang job can be shorn 

t o  have a t  l e a s t  one of the  t h r e e  types of work. 

Now the  group i s  ready t o  r e a l l y  absorb t h e  demonstration, f o r  they 

a r e  th inking in terms of some job in  t h e i r  own departments, as compared t o  t h e  

demonstration. THIS IS REAUY AN IMPOaTANT PART OF THE PROGRAM. UNLESS YOU GZT 

IT O m  CORRECTLY YOU MAY FIND THE GOING ROUGH. 

Present Demonstration 

There i s  ju s t  one way t o  make t h i s  e f f ec t i ve .  Prac t ice  makes per- 

f e c t ,  and p rac t i ce  you must. 

I The order  is  l o g i c a l  and simple. Describe t he  job so  t h a t  t h e  
I 

group can v i sua l i ze  the  product and the  work place. Then do the  job. The way 

you do it w i l l  he lp  you g r e a t l y  l a t e r  in the  program, s o  do it exac t ly  a s  di- 

rec ted  i n  t h e  mnual .  
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Antic ipat ing t h a t  someone nay s t i l l  be a l i t t l e  hazy, you then 

hand out  t h e  "Present  Method LayoutM and review t h e  f low of ma t e r i a l  and l a y  

out .  J u s t  another means t o  make su r e  t hey  urlderstand t h e  job, Good ins t ruc-  

t i o n ,  i s n ' t  i t ?  

Then t o  make sure t h e  group has grasped t h e  t h r ee  types  of work, 

have them point  o u t  t h e  Mate r ia l  Handling, Machine Work, and Hand Work, 

Demonstrate the Proposed Method 

Contras t  i s  impressive, s o  now s ince  t h e  group i e  i n t e r e e t e d  in 

results, why no t  show t h e  r e s u l t s .  Sure, i t ' s  a l i t t l e  showmanship, but  i t ' s  

r : o ~ d  and impressive, 

F i r s t  we t e l l  them what happened a f t e r  t h e  foreman app l ied  t h e  

p r i n c i p l e s  arid l a t e r  t h e y  w i l l  s e e  j u s t  & it was developed. 

Keep i n  mind t h a t  now you are merely showing "What0 happened, and 

t h i s  w i l l  keep you away from t h e  it happened t h a t  comes later. A l l  you 

are doing is demonstrating t h e  r e s u l t s ,  how they  were developed, 

Again t h e  c l e a r e s t  way i s  t o  desc r ibe  t h e  changes, and then per- 

form t h e  Proposed hiethod. 

A s  a f t e r  t h e  Present  Method demonstration, t o  make su r e  each mem- 

be r  understands, hand out  t h e  Layout Sheet of t h e  WProposed Methodm and review 

it. Then compare it with t h e  Presen t  Method. The con t r a s t  i s  convincing, 

S e n  t h e  improved method by s e l l i n g  t h e  r e s u l t s  i n  terms of  pro- 

duction,  machine use and scrap. W e  it impressive, 

These r e s u l t s  might be accomplished a t  t h e  expense of t h e  opera- 

t o r ,  s o  t o  make sb so lu t e ly  su r e  no one g e t s  t h i s  idea ,  KNOCK OUT once and f o r  

all t h a t  t h e  opera to r  works harder ,  o r  i n  a hurry, or t h a t  he o r  she is speeded 

up. Act out  t h e  speed up, show how t h i s  always c r e a t e s  waste and t hen  emphasize 



t ha t  there is  NO speed up in Job Methods hprovement, Improving methods in- 

creases production by EUMINATUG the  UNNEma PARTS OF THh; JOB AND WLNC 

THE NECESSARY PUTS EASIER AND SAFER TO DO. 

Stress t h a t  a f t e r  a l l ,  these principles  a r e  applicable t o  any job, 

was actua l ly  the  case i n  t h e  foreman's plant and t h a t  hundreds of other jobs 

were improved. 

Nm we are going t o  see it was done by applying the  principles  

and how each i n  the group can do the  same thing on one of t h e i r  Jobs, 

h d  out the cards. This i s  the  ~ tex tbsokn ,  It's a l l  on both 

sides of the  cards. 

Yhile you are d is t r ibut ing  the  cards, clear  off the  tab le  f o r  you 

w i l l .  want t o  build up the Job l a t e r  and this i e  the best time t o  get  things i n  

order, so t h a t  the group w i l l  c lear ly  see the next buildup, 

Present the Job Methods Plan -- 

Jus t  explain khe four nain prinoiples on the card as a lead i n t o  the 

f our-s tep  plan. - 
s t e p  

The value of every s t ep  nust be c lear ly  establ ished both as t o  

content and ease of application. 

It w i l l  a l l  f a l l  in l i n e  i f  we follow the manual m d  understand 

the strategy. 

F i r s t  present Step I by reading it i n  de ta i l .  

Then as another a id  t o  c l a r i f i ca t ion ,  use t h e  board t o  focus at- 

tention on Step I, and the %act t h a t  each must LIST - ALL, DETAILS. (Don't for-  

get the l i n e  acrase the  board f a r  t h i s  w i l l  help you space the  following steps.)  

You have made a f l a t  statement, now it must be jus t i f i ed .  Drive 

home tile reasons whg a breakdown i s  the foundation of a l l  improvements. 
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To i l l u s t r a t e  we know few of t h e  f a c t s  on VUL every day ac t iv i ty ,  

the examples of buttons on the  s h i r t ,  eye le t s  in the  shoe, etc. ,  bsing t h i s  

home t o  the  group. More contrast ,  more showmanship, but it works. To effec- 

t i v e l y  handle t h i s  sect ion follow t h i s  pattern8 

a. S t a t e  t h a t  you w i l l  diverge f o r  a few moments t o  i l l u s t r a t e  

t h a t  we seldom know the  d e t a i l s  of t h i n e  we do day i n  and day 

out. 

b. Se lec t  a member of the  group. Ask nDo you know how many but- 

bons a r e  on your ~ h i r t ? ~  ( o r  a s imi lar  question regarding any 

other a r t i c l e  you s e l e c t ) .  I f  he answers "Yes" go t o  another 

member. I f  he answers #Noln ask i f  he would l i k e  t o  guess. 

c. After he has guessed r igh t  o r  wrong and counted them, make the  

statement, "Now you know, you have t h e  f ac t s ln  - 
d. Repeat fo r  at  l e a s t  one other  member on another a r t i c l e .  

I f  you use other  approaches, you may end up with a s l i g h t l y  pink face. 

Then comes the  descript ion of a de ta i l .  Nothifig complicated, nothing 

burdensome. 

To show how EASY it i s  t o  l i s t  de ta i l s ,  r e fe r  t o  t h e  Radio Shield 

Present Metho4 and have the  group develop with you the  FIRST FIVE Details.  Now 

you can appreciate how necessary it is  t o  perform the  Present Method correct ly,  

f o r  what you Dl3 THEN will. determine what you GET BACK MW. Lead the  group and 

keep on the  beam. No long discourses o r  discussions, f o r  you a re  doing t h i s  f o r  

a de f in i t e  purpose. When the  f ive  d e t a i l s  a r e  l i s t e d ,  have the  group volunteer 

the  time taken t o  l i s t  the f i v e  de ta i l s .  Not over 2 minutes i f  you have handled - 
yourself correct ly.  

Now you hand out the breakdown. Does it look l i k e  a long burden- 

some job? No I Because you have cushioned the  presenting of it by developing 

t h e  f i v e  d e t a i l s  so  e a s i l y  and quickly. 



Compare the  f i v e  d e t a i l s  on the  board with those on t h e  breakdown, 

Then by simple mathematics, t he  whole breakdown of t h i r t y  d e t a i l s  can be done 

i n  a few minutes. Drive home the f ac t ,  nDid it pay t o  spend 15  or 20 minutes 

on a breakdown t h a t  w i l l  increase production 3 tines?n Any sensible  person 

agrees. Drive home the  importance t h a t  NO MATT&? HW BUSY :ii W, I T  AUiAYs - 
PAYS TO TAKE TUB TO SAW TIME. The busier we ARE the  more Job Methods can - 
HZLP us. 

This can be most e f fec t ive .  Practice it, ref ine  your presentation, 

make it flow smoothly and effect ively.  

J u s t  follow your manual f o r  the balance of Step I. I t 's  r i g h t  d m  

t h e i r  l i n e  of experience. 

s t e p  II 

Step I1 i s  probably the  most d i f f i c u l t  t o  in terpre t ,  yet  it i s  the 

t o o l  which s t a r t s  the b a l l  r o l l i n g  . t o  gather information. 

The f i r s t  few paragraphs give you a splendid opportunity t o  express 

your indiv idual i ty  and impress the  value of a questioning a t t i tude .  

Then t o  the blackboard t o  l i s t  the questions with the help of the 

group, and then the  explanation of each of the  six questions. You MUST KNm 

and UNDGLSTAND the use of these six questions. They must be a pa r t  of you, so 

t h a t  i r respect ive  of the  d e t a i l ,  the job, the  action, o r  whatever it i s ,  you ca 

apply them in te l l igen t ly .  

Then comes I t e m  2, Step X I  and again you must understand t h e  impor- 

tance of these i t e m s .  Not jus t  l i p  service,  r e a l  understandin~.  

This furnishes the  explanation, now cones the appl icat ion t o  t h e  

Radio Shield sample. If you UNDERSTAND t he  six questions, t h i s  i s  duck soup. 

If you don't, you need a l i f e  preserver. Don't make it complicated, don't make - 
an e n g i n e e r i . ~  job of it. J u s t  handle it in an easy log ica l  way, and ge t  the  



t o  l i s t  the  notes  on t h e i r  bre&iown sheets.  Kzep emphasizing and re- g----- 

emphasizing t h a t  t h i s  i s  the  infor:ncrtion ga ther ing  s t e p ,  No changes. No 

f lash ideas  i n  use, j u s t  gathering every b i t  of useful  information i n  t h e  way 

of notes. 

Ask your questions and answer them, J u s t  be E l i l l  Brown, t h e  fore- 

man, and i f  t h e  group t r i e s  t o  c ross  you up, throw your a r m  around old  " B i l l  

Brown". He made t h e  breakdown, he asked the  cluestions, NOT YW. B i l l  can be 

an awfully handy person, 

This gives  t he  group a p a t t e r n  on t h e  nHWfl of applying S tep  11. 

S tep  

Now you a r e  ready t o  do something about all t h e  information gathered 

in S tep  11. 

Usa the  blackboard as ind ica ted  i n  t he  manual t o  again give t h e  

group v i s u a l  as wel l  a s  spoken r e l a t i onsh ip  between S tep  11 and S tep  111. 

Now l e t ' s  look a t  t h e  l o g i c  of t he  presentat ion.  Think f o r  a n i r -  

u t e  how anyone might handle S tep  111 on the  iob.  F i r a t  ~ h 3 y  would e l iminate  

everything unnecessary, then combine a s  many necessary d e t a i l s  as possible,  re- 

arrange t he  remaining d e t a i l s  t h a t  could not be combined, and f i n a l l y  s impl i fy  

all d e t a i l s  t h a t  might be s impl i f ied.  

That 's  exac t ly  t he  way i t ' s  handled except t h a t  you demonstrate t h e  

development r i g h t  through from ELmINATX TO SIMPLIFY. 

When you reach i tem 4, "Simplify t h e  necessary d e t a i l s n ,  you merely 

amplify t he  p r inc ip l e s  of s imp l i f i ca t i on  by simple homely comparisons t h a t  a l l  

m y  understand, and then demonstrate nw' B i l l  Brown used these  pr inc ip les  j u s t  

a s  anyone i n  t he  group might use them on h i s  own job. 

I t ' s  s o  d i r e c t  and convincing. By t h i s  time t h e  l i g h t  begins t o  

dawn, and the  whole p i c tu re  enfolds. 
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From here on t n e  going g e t s  smooth. The manual guides you, t h e  

reasoning is sound and then each item s t m d s  out u i t h  l o g i c  and c l a r i t y .  

Sect ion 2 t o  end 

You m y  wonder about a few of  the  items after S t ep  I V .  

For example: Why go around t h e  conference t a b l e  and have each man 

s t a t e  t he  job he w i l l  t ack le?  

Oncea nan has s t a t e d  his job, he has bought t h e  program, it focuses 

h i s  a t t e n t i o n  on a spec i f i c  job. He has s t a r t e d  t o  t h ink  and question. J u s t  

exact ly  ~ i l a t  you as the  trainer want. Remember t h a t  most men have, not one, 

but many jobs in  mind. 

Be ca r e fu l  t h a t  t h e  group understands t h a t  you w i l l  not hold them 

exac t ly  t o  t h e  job they have mentioned, i f  they find another t h a t  they th ink  

more su i t ab l e .  Be informal and f l e d b l e .  

Caution them t h a t  NO improvements a l ready  developed a re  acceptable. 

The improvement must be new, t h e i r  idea. 

Another question, Why bring up Sect ion 15"? J u s t  an t i c ipa t i on  and 

i f  you can beat  t h e  o ther  fel low t o  t h e  punch, you a r e  on t o p  as t h e  group leader .  

Now it i s n ' t  a  tough job i f  you UNDZFETAND the  manual, i s  i t ?  

What you do i n  Session I, the  way you handle yourself ,  and t he  i n t e r e s t  you 

develop pays dividends i n  Sessions 2, 3, 4, 5. 

The challenge i s  yours. Remember, a l l  of us can always r e f ine  and 

improve. Follow the  manual but make t h e  manual be yourself ,  so  t h a t  your per- 

f oriance spar!des. 

A job wel l  begun i s  a job wel l  done. 
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OBJECTIVES OF SESSION 11-111--IV-V 

le diecussing t h e  h a n d i n g  of each of t h e  remaining sess ions,  

you should have a c l e a r  conception of t h e  o v e r a l l  ob jec t ives  t o  be accomplished 

during t h e  t e n  hours, and what your fundamental th inking must be t o  reach these  

object ives .  

Objective #l - To make su re  t h a t  each member understands each and 

every p a r t  of t h e  &-step Job Methods Plan. 

Objective #2 - To convince every member t h a t  t h e  pr inc ip les  of Job 

Methods Improvement apply t o  ANY job t h a t  has Mater- 

i a l  Handling, Machine Work, o r  Hand Work, whether repet-  

i t i v e  o r  not. 

This may sound very elimentary, but l e t ' s  not f o o l  ourselves. It i s  

much e a s i e r  s a i d  than done, 

Certa inly t he  improvements a r e  important, but NOT AS IWORTANT AS A 

CLZAR U N D S T A N D I N G  OF THE USE OF THE PLAN, and how it appl ies .  Then, l e t ' s  

always keep Objective #1 forenost ,  keeping i n  mind tilst f o r  some members it may 

be Session V before they aee the  l i g h t ,  Remember i f  t hey  f a i l ,  YOU have f a i l e d .  

Keep always before you t h a t  your ob l iga t ion  i s  t o  - s e l l  t h e  plan,  s o  

t h a t  at the  conclusion of t e n  hours each w i l l  agree t h a t  t h e  JOB KETHODS PWRAM 

i s  a PRODUCT1914 TOOL, t h a t  may be used d a i l y  on ANY job, 
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The way you handle Session I1 determines t o  a grea t  extent the  

ultimate success of the  t en  hours. 

Let 's  review f o r  a minute jus t  where you a r e  i n  the  aevelopment 

of the  program and how much the  group has absorbed. You w i l l  be a genius, or 

a magician, i f  every member of t h e  group has a CLEAR pic ture  of t h e  use of t h e  

four-step plan. Let 's  assume the  progress of any group i s  as f a s t  a s  t h e  

SLO;'jFST ldEm3ER. 

Therefore, the  best f o r  which you may hope, is t h a t  t h e  group has 

bbsorbed 5@ of what you put over in Session I, and you had t o  do a bang-up 

job i f  you approached t h i s  f igure ,  The best'assumption t o  take is, NLet's 

s t a r t  over a s  f a r  a s  understandingn. 

Remember too, the group has seen only the Radio Shield Job, not a 

job from t h e i r  plant and you s t i l l  may have skept ics .  

It is, therefore,  important t o  you as' t h e  t r a i n e r  t o  make Session I1 

impressive. This is the  SPOT THAT YOU CAN REALLY DO A SXLLIIG JOB. I f  you do, 

Session 111, I V ,  and V r e a l l y  r o l l .  I f  you don't, you may s t i l l  be f ight ing  a 

few by the end of Session V, 

Treat Session I1 a s  a CLARIFICATION SESSION, of what you attempted t o  

put over i n  Session I, 

The most na tura l  thing t o  do f i r s t  would be t o  review the  4-step plan 

by questioning the group, and developing it on the  board. J u s t  a quick way t o  

p u l l  the group together and focus a t ten t ion  of the  USE OF THE PLAN (objective 1). 

While doing t h i s ,  t e s t  your group f o r  understanding. Ask some lead- 

ing questions, t h a t  develop the  nreasons why" we perform each stop, Encourage 

questions from the  group. Remember, some membe-s w i l l  have a questioning a t t i -  

tude, while others  h e s i t a t e  t o  appear "slow t o  graspn before the group. A c l e a r  

answer t o  one question may c l a r i f y  the  thinking of the  several  i n  the group, Get 

t h e  answers from the  group whenever possible. USE the  conference technique. 
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Now you a r e  ready f o r  t h e  demonstrations but before you be,' a n  Demon- 

s t r a t i o n  #1, c l e a r l y  ou t l i ne  t h e  po in t s  t o  be followed i n  each demonstration. 

Some t r a i n e r s  use a corner of t h e  blackboard i f  l a r g e  enough, and 

l i s t  each point, following t h e  manual. Others have a prepared sheet  which they 

place conveniently i n  t h e  room (pre fe rab ly  i n  t h e  back, o r  ' s ide  of t h e  room) 

which can be used as a guide. 

Also ask each member t o  keep notes  on t h e  YSZ of t h e  plan (~emernber 

Objective #1) as wel l  a s  quest ions  t o  be asked a f t e r  t he  demonstration i s  con- 

cluded. 

The manual c a l l s  f o r  two important ques t ions  before  t h e  demonstration, 

"Do you have a Present and Proposed Breakdown?It, and "1s t h e  Improvement a new 

one?" I f  you des i r e  a red  face  and complete chaos, j u s t  neg lec t  t o  ask these  

questions.  Me might l e t  you l e a r n  f r o g  b i t t e r  experience,  but  f r ank ly  we th ink  

t o o  much of you. Call f o r  another volunteer  I F  T m  DZXONSTRA'IUR ANSi.iB3S TJOI TO 

EITHUI QUGTION. AECN NO ?LXC2PTIONS. 

The f i r s t  demonstration i s  a l l  important. A few simple r u l e s  t o  f o l -  

low: 

1. Go t o  t h e  back of t h e  room and be one of t h e  group. I f  t h e  demon- 

s t r a t o r  t a l k s  t o  you, he w i l l  a t  l e a s t  t a l k  throngh t h e  group, not  

away from them. 

2. Keep no tes  inconspicuously, but f o r  goodnzss sakes KZEP NOT% on 

t he  good points ,  as wel l  a s  t h e  bad. 

3. In t e r rup t  ONLY i f  demonstration i s  o f f  t h e  beam o r  not  understand- 

able .  Ask t he  group t o  follow your example. 

4. When t h e  demonstration i s  completed, have t h e  demonstrator r e t u r n  

t o  h i s  p lace  a t  t h e  t ab l e ,  and you take  charge. Many times it i s  I 
embarrassing t o  t h e  demonstrator t o  have quest ions  f i r e d  a t  him 

while Mr. Group leader  l o l l s  comfortable back i n  h i s  cha i r .  WNtT 



5. Follow t h e  procedure ou t l ined  i n  t h e  manual. 

Now l e t  us review some th ings  t h a t  cannot be put i n  t h e  manual f o r  

every group i s  d i f f e r e n t  and IT'S UP TO YdU TO HANDLE THZ SITUATION INTELLIGzNTLY, 

I After you have complimented t he  demonstrator on the  good po in t s ,  and 
I 
i 
i 
I t he re  a r e  good points  i n  every demonstration, ( I t ' s  up t o  you t o  de t ec t  them) and 
I 

I opened up t h e  questioning per iod and discussed ideas  f o r  f u r t h e r  improvement from 

I t h e  group, YOU now begin t o  SELL T m  PLAN. 

Nine t imes out of t e n  on Demonstration #1 you g e t  s t eps  on t h e  break- 
I 
I 

down and not d e t a i l s .  I f  by a miracle  you g e t  d e t a i l s ,  don ' t  pa t  yourself  on the 

back. It 's usua l ly  j u s t  a coincidence. Take t h e  breakdown and go t o  work. 

List the  d e t a i l s  on t he  board cor rec t ly .  You w i l l  have t o  work m o s t l ~  

with t he  demonstrator because he knows the  job, but keep group p a r t i c i p a t i o n  at 

l e a s t  by agreement UNTIL enough d e t a i l s  a r e  l i s t e d  s o  t h a t  hVZRYdNE underetands 

j u s t  what a DETAIL i s  in Job Methods! On t he  average, twenty d e t a i l s  a r e  usual ly  

su f f i c i en t .  This i s  where you SELL STLP I and SELL you must. Very o f t en  it im- 

mediately br ings  out t h e  r id icu lousness  of t he  way the  job i s  done. MAKE S W  

THAT EmY DETAIL IS  LISTID. 

Are you f in i shed?  No you're j u s t  g e t t i n g  s t a r t e d .  Pick out s e v e r a l  

d e t a i l s  and quest ion them with  t h e  IDEA OF TI33 GROUP DdVELOPING AN IMPROVEMENT 

TIIAT THE DEMONSTRATOR DIDN'T  FIND. THIS IS DONE BY TI.IE USE OF THE PLAN, NOT FROM - 
YOUR BACKGROUND OF EXPERIENCE. 

Don't be an exper t .  I t ' s  d a n ~ e r o u s  1 --- 
If you a r e  ab l e  t o  develop an improvement, your whole program is  

MADE. You a r e  wel l  on your way toward Objective #1 and Objective #2. You have 

demonstrated t h a t  t he re  i s  nothing up your s leeve,  t h a t  t h e  plan works on any job, 

and t o  prove it here i s  a job you never saw before from t h e i r  p lan t .  What a job 

you can do from here i n  wi th  t h i s  kind of  handling. 



Follow the  manual f o r  t he  use of AU FOUR STEPS and then sum up t h e  

improvements on t h e  board. 

IF THIS TAKES TICE WHULE TWO HOULS, TAKE IT. It w i l l  pay dividends 

in the remaining th r ee  session?. 

I f  you have time f 6 r  t h e  second demonstration, f i n e ,  but donst fo rce  

it. Make SURE t h e  f i r s t  i s  completed c l e a r l y  and thurnl&iLy. 

If  you do put on t he  second demonstration, repeat  t h e  procedure of 

handling t he  f i r s t  demonstration. 

Don't be an e ~ & .  It i s  dankyerousi ---- 
You can see t he  l o g i c  of t h i s  technique. It i s  f a r  b e t t e r  t o  have 

c l ea r  understanding and r ea l i za t i on -o f  t h e  value of each s tep ,  than t o  have a 

s t a r t l i n g  improvement t h a t  confuses th inking of t h e  group. 

Allow t e n  minutes t o  cover t h e  use and handing out of  t h e  proposal 

sheets.  This i s  cino~her: important p a r t  of t h e  plan. DON'T MZGLECT IT.  

Then four  volunteers  f o r  Session 111, Review and Closing. 

I f  you have ca re fu l ly  followed t h i s  plan you should have brought out:  

1. A c l e a r  understanding of a d e t a i l  and how t o  breakdown a job. 

2. The importance of Step I i n  r e l a t i o n  t o  t h e  maximum improvement. 

3. The r e a l i z a t i o n  of t he  members t o  demonstrate S U U  JOBS.  any 
t r y  i n  Session I1 t o  rearrange t h e  plant  and perform miracles. 

ilrive f o r  t he  small jobs t o  s t a r t .  The l a r g e r  ones may follow 

l a t e r .  ) 

After  you have completed Session 11, si t  down by yourself  and analyze 

Jus t  what happened. Possibiy  you can improve your handling f o r  subsequent gwups, 

as well  a s  t h e  remaining sessions. 



F r o m  here on you begin t o  r o l l  I F  you have capably handled Session 11. 

The group should have a p re t ty  f a i r  understanding of the  4-step plan. 

After the  preliminaries of thanking the group f o r  t h e i r  inte-rest, aud 

complimenting those who presented t h e i r  demonstrations i n  Session 11, ask eveFgone 

t o  put t h e i r  cards i n  the i r  pockets. 

Then develop the 4-step Plan on t h e  blackboard by group participation. 

Again plenty of "reasons why". J u s t  another of the IPany opportunit 18s t o  Oontiwe 

t o  s e l l  Objectives #1, and #2. 

Follow the manual regarding the  promcedure t o  be fbllowed during each 

deumnstration, and again list on the  board the  eight points,  o r  r e f e r  to  prewred 

chart.  ( A s  l i s t e d  i n  Session I1 of Trainer's guide). 

While refer r ing  to these eight points, s t r e s s  the  following interpre- 

t a t  ions f o r  the demonstrator: 

5 .  iabn reading the d e t a i l s  of t h e  breakdown, read only suff ie ient  

d e t a i l s  t o  rmke sure t h a t  they a m  d e t a i l s ,  and not steps. 

(Zbssibly 10 - 15 w i l l  auff ice) . 
2. When explaining how Step I1 waa used, question ia d e t a i l  or* 3 o r  

4 de ta i l s  and then read the balance of notes, a s  l i ~ t s a  on the  

breakdown m e r  applying the  questions.  his is t o  save time and 

keep t h e  demonstration f m m  dragging by lengthy r e p i t i t i o n ) .  

You w i l l  f ind t h a t  t h i s  w i l l  give you an accurate picture of whether 

the  improvement was developed frvrm t h e  plan, o r  whether the  breakdown was developed 

f r o m  the improvement. ( Believe it o r  not,  t h i s  happens) . 
Follow the simple r u l e s  outlined i n  Session I1 while the demonstration 

is i n  pmgresa, a s  followe: 

1. Aek i f  the  wImprovement is a new ideaw. 



2. Aak if t h e  Preeent and PPopoeed Rreakdarrna a r e  prepared. 

(If the anawer t o  1 and 2 a r e  NO o a l l  on next volunteer) 

3. wear tke blackboard and suggest eketchoe f o r  c l a r i f i ca t ion .  

4. Take a s e a t  i n  t h e  back of the room. 

5. Keep notes incoaepiauouely. 

6. Allow no in ter rupt  ism, unless abeolut e ly  necessary. 

9 .  Take charge a t  the  conclueion of the  demonstration and have all 

qyestions and disoussion ONLY when the damonstrator has resumed 

h i s  sea t  a t  t h e  table.  

Your s t r a t egy  of handling dermonstrationa f r o m  here on d l f fe r s  eome- 

what f r o m  Session IT. 

Compliment the  good points  ae  before. Then open the  discussion f o r  

questions and fur ther  imgrovamente. 

Then t o  t h e  USE of t h e  plan. (Objective #1) 

If the breakdown ahowe steps,  go t o  t h e  board again and break down 

a eteps in to  d e t a i l s ,  from t h e  group. Request the  demonstrator t o  rewrite 

the  breakdown for  prac t ice ,  and submit a t  the  next session. 

If the  d e t a i l s  a r e  well l i a t e d ,  compliment the volcnteer,' and READ 

several t o  give the  group. (Another shot a t  the proper w a y  t o  l i s t  the  de ta i l s ) .  

Some t ra ine re  efrect ively ask, "Did the  breakdown HsLP YOU w i t h  t h i s  

Impro~ement?~ o r  "Could you have mde a s  cmple t  e an improvement without a  

breakdown?" The answer w i l l  be affirmative providing you have used judgmnt 

i n  asking t h e  question. 

Ask for  group reactions on the  breakdown, directed toward the  impor- 

tance .of Step I. 

Now you must c l a r i f y  Step I1 so bring out forceful ly  just what t h i s  

pa t tern  is. I f  you want t o  do it ef fec t ive ly ,  list a few d e t a i l s  on the  board 
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and question them a e  a pattern. ( P i  t h e  de ta i l a  a r e  on t h e  board, use them). 

Again bring out gmup par t io ipa t ion  and   la rim confused thinking. 

Remember t h e  ' N O  important points  on questioning de ta i l s .  

1. m e s t  ion ONLY t h e  ACTION par t  o f  t h e  d e t a i l .  

2. Question each d e t a i l  with all questione neoe8stu-y 

before proceeding t o  t h e  next de ta i l .  

Discuss Stmp I P I  by group pa r t i c ipa t ion  and how it was used. 

Discusa Stmp I V  by group part ioipat ion.  

Sum up t h e  improvements on t h e  board. 

After  the  first demonstration, AGAIN RE;TTIBV t h e  uee of Step P I  as 

d i rec ted  i n  t h e  nmnaal. 

Proceed with a s  many demonetrations as possible,  always keeping i n  mini 

t h a t  we a r e  driving f o r  Objective #1, and #2 and any f a i l u r e  t o  use the plan, o r  

any step,  w i l l  tm r e f l ec t ed  i n  uonfused group thinking. Correct e r ro r s ,  contin- 

uing t o  repeat t h e  reasons behind each step. I n  o ther  worde, COM'IIWE TO SELL. 

Allow t e n  minutes before t h e  end t o  read Proposals and dem>na+vratiom 

i n  Session 11. Encourage group comments, 

Close the session following t h e  manual. 

Again, have a l i t t l e  mental chat with yourself .  Pick out the weak 

points  and eliminate them fram your handling of demnstrat ions.  Dnphasize and 

-0th out the  s t rong points. You w i l l  know. U s e  Methods Improvement on your 

own job. - 



,SESSION 

Tbis is handled very s imilar  t o  Session 111. Since there  

has been additional pract ice and addit ional  c l a r i f i ca t ion ,  your job should 

become easier ,  if you have followed inetxuctiools, 

This t i m e ,  a f t e r  t h e  preliminaries,  l ist on the board m.ly t h e  4 

main s teps,  although the development of these s teps  is prac t ica l ly  t h e  same - 
a s  in  previous sessions, 

FoUow the proaedures outlined i n  Session I11 i n  presenting the  

demons t ra t  ions. 

Follow the seven r u l e s  outlined f o r  the  t r a ine r  during the  demonstra- 

t ion, (Listed i n  Session I1 and 111) 

I n  Session IV, Step I11 is stressed and c l a r i f i e d ,  but NOT a t  the 

eIpense of t h e  other  th ree  steps.  

Make sure  t h a t  every b i t  of confusion is c la r i f i ed .  C@$rINCE TO 

SELL TtFE PUN* 

Allow t e n  &nut e s  a t  tha end f o r  the  reading of proposals and closing, 

FOLLQW !IRE MAWUAL* 

Have another chat with yourself on t h e  r e s u l t s  obtained. Remember 

the  adage, "When we a r e  through improving, we ARE TEROUGH. 



-20- 

SESSION 

This sess ion should be the  ic ing on t he  cake. There aray be a f m  

wrinkles t o  i ron out ,  so make sure that everything is clear .  

Again follow the manual by reviewing t h e  plan. Only the 4 main 

steps on the board, but plenty of disouosion and "reasom why" i n  developing 

each, 

Finish the  remaining demonstrat ions, foUcv! ng t he  pa t t e rn  outlined 

i n  Session I11 and IV .  Use the  same techniques and -up discussion, 

The main emphasis i n  Session V is Step I V ,  and t h i s  can be in teres t -  

i n g l y  presented, for  it means s o  much t o  t h e  suoceee of the program. It further 

helps considerably from a prac t i ca l  standpoint t o  emghasize t h e  uae of Metbob 

Improvement a s  a Production Tool, and a continuing F!ROGRAM. 

After  t h e  PPoposals f o r  demonstration8 irola Session I V  and V have been 

read and conetruct ively mmmanted upon, apend 10 minutea on the old kqs tone ,  Job 

Ins t fuct  ion Training. 

Have the  gmup develop f o r  you the  4 "Get Ready Pointsw AM) the  4 MAIN 

~rEps of Job Ins t ruct ion Training, and then enrphaaize how t h i s  program can be of 

value i n  making Job Methods a continuing production tool. 

Follow the  manual i n  olosing. 

Have t h e  group leave, a f t e r  the  10 hour8 with a ~ i n c e r e  conviction t h a t  

Job Methods Improvement is a sound program, based on sound principles,  and r ea l l y  

a t w i b l e  tool  tha t  w i l l  help each and every member. Ehphasize tha t  every super- 

visor  is a link i n  t h e  chain t o  help win the  war, by the  use of t h e  methods principle 

every day on every job. 

I f  poaeible close thm session by having a plant executivs out l ine  w h a t  w i l l  

be expected of t h e  group i n  t h e  fu ture ,  and - how management will cooparate, 

You, Mr. Trainer,  have an opportunity t o  be of great service  t o  +,he w a r  

7--1.606 Pa0 ba 



effort, to  the company who has plaoed these people in pur hands, and t o  Trainiw 

Within Industrg. 

Make the mst of it. 

9e proud of your perfonmnce and contributionl 

TRAfNlX WIWIN INmSTRY HAS CONFIDENCE IN YU7. 
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