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4. How do we get started?



1. Understanding the impact Operator skills have on line performance

3 Types of OEE Losses:
• Management related Losses
• Technical related Losses
• People Development related Losses

 Copyright 2015 CTPM – For further information please refer to: www.ctpm.org.au



CTPM’s TPM & Lean Annual Forum 2013: Wollongong NSW
18-20 September 201318 20 September 2013

Developing p g
Shopfloor Skills 
while 
Standardising 
Work Practices

Helping Operators to deal 
with their Equipment andwith their Equipment and 
Systems

Aaron Jacobs
CI Co-ordinator
NZ Sugar
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1. Understanding the impact Operator skills have on line performance

Questions?

Show of hands

Who believes some of their Operators:

don’t fully understand their equipment

are not trained well enoughare not trained well enough

are not smart enough
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A k th A diAsk the Audience
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1. Matrix Packing Machine (First Rate)

3 Teams over 3 cycles with 3 different issues

2. Icing Sugar System (The Maximisers)
3. Raw Sugar Delivery System (Raw my Boat)



1. Matrix Packing Machine (First Rate)

3 Teams over 3 cycles with 3 different issues

2. Icing Sugar System (The Maximisers)
3. Raw Sugar Delivery System (Raw my Boat)

3 Mandates:
1. Improve the packing rates
2 Reduces losses on blending2. Reduces losses on blending 
3. Ensure system is understood and standardise 

settings

What did we find in all 3 teams?
1. Different understandings of how the machine / 

t k dsystem worked
2. Different settings
3. Things didn’t work the way they should

What did we do in all 3 teams?
1. Identify Correct Settings

g y y

y g
2. Standardise Settings
3. Train Operators



2. The learning from Training Within Industry
During the second world war, the concept of Training Within Industry (TWI) was developed in theDuring the second world war, the concept of Training Within Industry (TWI) was developed in the 
USA to accelerate the training of new or unskilled personnel in factories who replaced those who 
joined the military and went off to war. 

The training process involved:
Breaking down the job into its Major Steps;
Identifying the Key Points; andIdentifying the Key Points; and
Teaching using the Four Step Method.

Every job task consist of a series of activities that are completed in a specific order 
and way. The activities are referred to as the Major Steps.
The Key Points are the most important aspect of the training process. They cover:

Safety
QualityQuality
Special Technique
Productivity Rate

 Copyright 2015 CTPM – For further information please refer to: www.ctpm.org.au

Productivity Rate
Control of Cost



2. The learning from Training Within Industry

The Key Points must have a valid and important reason, if not 
they are not Key Points. y y

The Major Steps define what is being done while the Key Points 
describe how to perform the Major Step

The Four Step Method of Teaching:

p j p

Steps TWI Language Relationship to 
P-D-C-A Cycle CTPM Adult Learning Language

e ou Step et od o eac g:

y
Step 1 Prepare the Student Plan Education
Step 2 Present the Operation Do Demonstration
St 3 T t P f Ch k P tiStep 3 Try-out Performance Check Practice
Step 4 Follow-up Act / Adjust Reflection
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Micro Education & Training Skills Improvement
3. The need for a structured Cross-functional Team approach

Micro Education & Training Skills Improvement
typically within a 12 week cycle based on the P-D-C-A wheel

1 Confirm Mandate 3. Analyse
1.0 hr meeting per week

1. Confirm Mandate 
& Boundaries

2 Form Team

3. Analyse
Current Situation 

to determine
Requirements

2. Form Team
& Scope 
Activities

4. Develop Vision 
and Determine

Needs to achieve 
Vision

9. Communicate Results 
& Share Learning

Vision

5. Develop Proposed  
Delivery Methods & 

Assessment for Approval8. Hold Gains through 

Presentation & Recommendations

pp

Presentation & Approval

g
Skills Updates

6. Pilot Training, 
Refine then Deliver

the Training
7. Evaluate Results 

through Competency 
Assessments
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3. The need for a structured Cross-functional Team approach

S l i h i h b h kill d d?Selecting the right team members: What skills do we need?

What do we Train
• Centre Lining Settings

How do we Train
• Training by dedicated trainers

• Standard Operating Procedures
• Quality Standards

• Training by Frontline Leader
• On-the-job Learning

• Changeover Routines • Buddy Training

How do we Monitor
• Training Records

How do we Assess
• Competency Assessment g

• Skills Matrixes
p y

• Objective Outcomes
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4. How do we get started?

Micro Ed cation & Training Base Skills Team

The Process

Micro Education & Training Base Skills Team

1. Focus on Developing the Frontline Leader
2 Focus on Self Learning2. Focus on Self Learning
3. Ensure Competency of Required Skill
4 Focus on Practical Training4. Focus on Practical Training
5. Use a Systematic Approach
6 P t T Di i & R fl ti6. Promote Team Discussion & Reflection
7. Use Real Examples
8 F S d di i h W k8. Focus on Standardising the Work
9. Use Training Within Industry (TWI) Methods
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10. Use the Toyota Training Model for Delivery



Learning from NZ Sugar

Th P

Each case was unique but we ended up following the same process:
Identify Settings (includes fixing things not working properly)

The Process

• Identify Settings (includes fixing things not working properly)
• Standardise the settings (determine what the correct settings 

should be))
• Train the operators (ensure they understand the why)

The SystemThe System

• In many cases we don’t fully understand the equipment
• Too quick to blame operators and trainingToo quick to blame operators and training
• Need to go back to the fundamentals, Why and How?
• Operators aren’t stupid they just often have to put up with 
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stupid systems



How can we help ?

Membership Benefits include:
R i i f A ’• Receiving a copy of Aaron’s 
presentation

• Receiving a copy of this• Receiving a copy of this 
presentation

• Plus a lot morePlus a lot more
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Company Member Program

CI Community of Australasia
37 Sites
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