Note: This article is part six of a ten part series written by Art Smalley in conjunction with the 2014 TWI
Summit hosted by Lean Frontiers. Art helped facilitate a meeting of TWI thought leaders that is held
each year during the Summit. Following this meeting, Smalley composed his thoughts and opinions in a
series of papers aimed to support the TWI community’s body of knowledge. Smalley’s website can be
found at www.artoflean.com. The annual TWI Summit website can be found www.twisummit.com.
In Part 6 of this series I will continue to look at ways of improving TWI concepts for the 21st century.
In Part 5 I switched gears and moved over to improving TWI Job Relations. I will continue on this theme
and offer one very specific suggestion about improving the content of TWI Job Relations for today. I have
run across people with the same complaint I have about TWI Job Relations however I have not seen the
complaint turn into positive action on the topic. Below I will try and explain the improvement need and
opportunity for an interested party.
The fundamental process outlined in Job Relations works however it is not without a pretty major defect
in my opinion. By way of comparison I like TWI Job Instruction because 1) it has a training matrix which
makes you plan, 2) a simple four step method, and 3) a tool called the Job Breakdown Sheet. Overall
when applied correctly TWI Job Instruction is a fairly proactive method for eliminating problems before
they occur. In other words by managing the situation properly you can ensure that you always have
enough people trained to do the job to a given standard.
In contrast I have two specific problems with TWI Job Relations in comparison. For starters there is no
equivalent matrix for Job Relations which I think is a shame and something that can easily be remedied. I
will touch upon that in Part 7 of this series. Here in the remainder of this post I will simply point out the
"problem" I have with JR is that it is employed in virtually every situation I run across as a reactive tool to
use once a human relations problem has already occurred. And in complete fairness this was the design
of the original material and it has its uses in that situation as well. Sometimes problems suddenly appear
with no warning but others are often in plain site or emerge very slowly over time. I will illustrate what I
mean by using the TWI Job Relations Card below for explanation.

The main focus of TWI Job Relations is on the left hand side of the graphic and how to handle a problem
after it has occurred. There are four basic steps and a worksheet to fill out which has value. What I think
would be a great addition is for a similar four step pattern and tool to exist for the right hand part of the
graphic and the Foundations For Good Relationships. In other words how do you manage people so
that fewer problems ever occur in the workplace and better relations exist. After all as TWI JR stipulates
Better Relations = Better Results! So why not be more proactive on the topic and help supervisors and
managers notice and deal with problems before they occur or at least as early as possible?
There are plenty of HR training courses available regarding dealing with conflict, resolving conflict, and
handling difficult conversations. Those are all fine with me as well. However I think the specific niche that
exists for an interested party is to develop TWI JR 2.0 (i.e. the proactive piece of the equation). The
beauty of all the TWI courses is that they are simple to understand, the four step method basically follows
PDCA, and all are very practical. I would simply like to see a more proactive version of JR developed to
help manage work teams and avoid relationship type problems ideally before they ever become a problem.
I am not saying that all such problems can be eliminated. However I am not satisfied with a TWI JR
course that basically begins instruction on how to handle the problem once it has occurred. That is too
reactive for my tastes.
One of the best supervisors I ever knew at Toyota was a veteran of the shop floor for about 40 years. Mr.
Ohtsuki cared passionately about the people who either worked for him or worked with him. Technically I
did not report to him however I learned as much from him as I did from anyone else inside of Toyota. Mr.
Ohtsuki made it a practice to have index cards made up on everyone he interacted with the following
insights:
•
•
•
•
•
•
•
•
•
•
•
•

What is your family situation?
What is your education and background?
What are your hobbies and interests outside of work?
When is your birthday?
What is your professional goal at work?
What types of work do you like?
What are your strengths and weaknesses?
What do you want to improve upon?
What is bothering you at work?
Who do you like to work with and why?
Who do you tend to avoid and why?
Etc.

Mr. Ohtsuki was a master at learning this basic information in a legal and non-threatening way. He also
kept it all confidential. People only divulged what they felt comfortable sharing. Essentially he developed
what I call "A Plan For Every Person" that he interacted with. His goal was to help you become better at
whatever you were working upon to the best of his ability. He also had a strong knack for making teams
work together better and reduce conflict. He knew that better relations equaled better results even inside
of Toyota Motor Corporation in Japan.

I don't have much opportunity to work with TWI Job Relations. However I do think it is a fascinating
topic and one in need of substantial upgrade. The reactive component of TWI Job Relations has been
created and it basically works. However is anyone out there willing to create the proactive Job Relations
program with a matrix (see Part 7), a four step method, and a worksheet for this topic? I think that would
be a major advance and great way to improve TWI Job Relations in the 21st century. I would be excited to
see this developed and made available to people interested in TWI training.

