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Caption: Do your improvement efforts look like this familiar saw-toothed graph? 

How would the people in your organization answer these questions? 

• Do you have trouble sustaining continuous improvement efforts? 
• Have your continuous improvement efforts focused on tools before culture or 

even tools before system? 
• Has your “Standardized Work” or “SOP” documentation failed the conversion 

from words on a page to behavior on the shop floor? 
• Do your continuous improvement efforts consist mostly of kaizen events but lack 

the true kaizen spirit of everyday, everybody, everywhere? 

And how would your supervisors answer these questions? 

• Have you ever been given an effective, systematic way to deal with worker 
problems? 

• Does your company have an effective and systematic method for quickly training 
employees to do a job correctly, safely, and conscientiously? 

• Have you ever been given an effective and systematic method for improving 
individual jobs? 

If you identify with any of these situations, you’re not alone! 

Supervisors and team leaders are in a pivotal position to both implement and sustain 
change.  However, they’re often promoted from the shop floor in recognition of their 



knowledge about product, processes, and materials. But, many do not have the skills to 
deal with the aforementioned questions. The Training Within Industry (TWI) Program 
provides a countermeasure to help supervisors solve the problems that arise when 
implementing a strategy of continuous improvement. 

TWI, World War II, and the Toyota Way  

The TWI Program was developed in the United States during WWII to help companies 
drastically increase productivity to meet the rising demands of the war even though a 
large percentage of their traditional workforce had left to support the war effort in other 
ways.  The program was discontinued in the U.S. after the war.  However, it reached 
Japan where it played a vital role in the effort to quickly rebuild that country’s industrial 
base.   

TWI was adopted by Toyota in the early 1950s.  TWI Job Instruction is still used today, 
almost unchanged, in Toyota plants worldwide.  TWI Job Relations was used in one 
form or another by Toyota until 2000.  TWI Job Methods is credited by the Japanese as 
the foundation for Kaizen.   

Authors like Jeffrey Liker, David Meier, Art Smalley, and Jim Huntzinger have 
emphasized the role of TWI in the development of the Toyota Production System and 
as a cornerstone of the foundation of its elusive culture.  The Toyota claim is that the 
company builds people first, then cars.  In other words, one of a supervisor’s primary 
responsibilities is to develop the workers they supervise.  TWI is a key tool Toyota gives 
its supervisors for “building their people.” 

According to Smalley, former Toyota Motor Corporation employee and author of 
“Creating Level Pull,” “If companies would spend half the time developing these 
essential skills (TWI) in the supervisor ranks that they spend on conducting Value 
Stream Mapping or Kaizen Workshops, I am convinced that they would not only achieve 
more impressive results, but the results would stick better as well.” 

The Five Needs of Supervisors 

TWI is based on a model that says every person has five needs that must be met in 
order to function effectively as a supervisor or team leader. These needs are divided 
into two categories, knowledge and skills. 

Knowledge category 

There are two types of knowledge unique to each company and industry that 
supervisors must master in order to do their jobs: 

1. Knowledge of Work, which is unique and differs from work assignment to work 
assignment. In each work area, specialized knowledge is needed to effectively 



carry out the work that is done there, such as knowledge of the materials, 
machines, tools, and processes. 

2. Knowledge of Responsibilities, which relates to the necessary responsibilities 
and authority a supervisor holds. This knowledge consists of company policies, 
practices, agreements, regulations, safety rules, production plans, sales plans, 
interdepartmental relationships, etc.  

Skills Category 

Skills are those abilities we acquire through repetition and practice.  There are three 
skills required for supervisors to perform within their role, regardless of the industry. 

1. Skill in Leading allows supervisors to have good relationships among co-
workers. Since the result of any supervisor's work depends on the output of 
others, gaining cooperation is crucial. With a foundation of good relationships, 
morale is assured so that team members do what needs to be done, at the time it 
needs to be done, and in the way it needs to be done because they want to do it. 
Simply put, poor relations yield poor results and good relations yield good results. 

2. Skill in Instructing is an essential skill that helps to train people so that they can 
quickly begin to work on their own. Proper job instruction helps reduce the 
number of defects, rejects, and rework. It also reduces the number of accidents 
and the amount of equipment and tool damage. In other words, it ensures the 
presence of a well trained workforce. 

3. Skill in Improving Methods enables supervisors to more effectively utilize the 
people, machines and materials that are available to achieve greater production 
of quality products at the lowest cost. As conditions change and problems are 
found, this skill ensures that improvements are made to the standard work as an 
immediate response in the workplace. 

These five needs are not new. Because they are basic to the important and complex 
role of supervisors, it is only common sense that all supervisors would be provided with 
both the knowledge and the skills needed to do their jobs effectively. But common 
sense is not always common practice. Many companies recognize the need to provide 
knowledge training for supervisors but have not demonstrated an equal emphasis on 
skills training.  TWI bridges that gap. 

WHAT IS TWI? 

TWI consists of three standardized programs that teach the essential skills needed by 
all people responsible for the work of others, regardless of industry: Skill in Leading, 
Skill in Instruction, and Skill in Improving Methods.  

Each of the TWI programs is similarly structured. There are five two-hour sessions with 
8 -10 trainees, all of whom are supervisors or team leaders.  In the first session of each 
course, the trainer presents real-world problems that are relative to everyone and the 
less effective ways in which these problems are usually handled. Then, the TWI "4-Step 



Method," one for each of the three programs, is demonstrated to show how supervisors 
can handle such problems more effectively to gain better results. The first session or 
two are spent learning the method.  The remaining course time deals with actual and 
current problems suggested by each supervisor for analysis and solution using the TWI 
4-Step Method. This "learning by doing" concept is key to the continuing success of the 
TWI Program. 

TWI PROGRAMS  

First, what is a supervisor?  In the TWI program, the definition of a supervisor is 
“anyone who is in charge of people or anyone who directs the work of others.”  

Throughout TWI, an emphasis is placed on staying focused on the objective. 

Job Relations Training (JR) teaches supervisors how to build positive employee 
relations, increase cooperation and motivation, and effectively resolve conflicts. 

JR has two key parts. The first is how to prevent problems.  The second, how to handle 
a problem, begins with the supervisor determining the overall objective and finishes the 
process by asking, “Did you accomplish your objective?”   

Job Instruction Training (JI) teaches supervisors how to quickly train employees to do 
a job correctly, safely, and conscientiously, resulting in less scrap and rework, fewer 
accidents, and less tool and equipment damage.  

In JI, the focus is teaching a job, hence the key concept, “If the worker hasn’t learned, 
the instructor hasn’t taught!”   

Job Methods Training (JM) teaches supervisors how to produce greater quantities of 
quality products in less time by making the best use of the manpower, machines, and 
materials now available.  

The 4-Step Method for JM is not only a systematic way to improve the job, but includes 
selling new methods to operators and bosses and to key personnel in areas like safety 
and quality. 

Summary 

Returning to the questions at the beginning of the article, will TWI lead the people in 
your organization to more favorable responses? 

TWI is a systematic and effective method to teach a job, prevent or deal with worker 
problems, and improve individual job methods. It also helps to bring the focus back on 
developing people and creating a culture of continuous improvement that best utilizes 
the available continuous improvement tools.  JI provides a way to convert standards 
documentation from words on a page into behavior on the shop floor and helps to foster 



the stability needed as a foundation for improvements.  It also closes the loop for 
sustainment by providing an effective method for turning improvements into standard 
work behavior.   JM teaches supervisors a systematic method for making day-to-day 
improvements on the shop floor and helps move a company towards true kaizen, or 
continuous improvement, everyday, everybody, everywhere. 
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CAPTION: What line are you on? 

For more information on TWI, please contact Dennis Hayworth at 800-362-2127 ext 6364 or e-
mail: dahayworth@dmacc.edu. 

SIDEBAR 

For more information on TWI, consult the following resources: 

CIRAS Website - http://www.ciras.iastate.edu/productivity/twi.asp  

The TWI Institute - http://www.twi-institute.org 



The Art of Lean (Art Smalley’s website) - http://artoflean.com/documents/docs.htm  

Training Within Industry Service - http://www.trainingwithinindustry.net/   

The TWI Workbook by Patrick Graupp & Robert Wrona, 2006 

The Toyota Way Fieldbook by Jeffrey Liker & David Meier, 2005 

Toyota Talent: Developing Your People the Toyota Way by Jeffrey Liker & David Meier, 
2007 

Gemba Kaizen by Masaaki Imai, 1997 

 


