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Introduction
This book will introduce to you a method of training that was developed in the 1940s during World War II. Why, you will immediately ask, would anyone want to learn about a methodology from a bygone era, a time long before modern advances in both medicine and the understanding of human behavior? Certainly it would be more worthwhile, one would assume, to study the most advanced techniques and up to date theories of how we get people to perform their work in healthcare in the most efficient and correct manner without creating undo risk to patients as well as themselves. It turns out, though, that while science and technology have without doubt advanced dramatically in the last seven decades, people are still pretty much the same. In fact, we could go so far as to say that people haven’t changed all that much in the past several centuries. They still have all their emotional frailties — pride, hope, despair, jealousy, love, fear, etc. — and, whether it is at work or at play, they still have to learn skills the “old fashion” way, through practice and repetition. These things have not changed.

There are certain points in history when a society has been able to see more clearly various aspects of human nature that are authentic and true. In other words, the dynamics of the time forced them to cut through the petty grievances and disagreements of the era and reach deep into and find the true nature of their existence. World War II was certainly one of those times. The threat to our way of life was so severe that they had only one choice, to either find the truth or perish. Moreover, the disruptions to the everyday running of the society and the needs placed on that society in order to win the war created incredible demands on them that had to be filled quickly and assuredly. If they could not find the true heart of the people, they would fail in this mission. We know how the story ends so we can only today marvel at how well they achieved what they needed to do. It is no small wonder that these people have been labeled “the greatest generation.”
In more modern times, when life is more affluent and threats to our lifestyle exist but not so immediate and pressing as a world at war, we tend to do just the opposite of what the WWII generation did — we make things difficult and complicated and we argue over small details to the point where the truth becomes obscured and we question how we behave and grow as human beings. We struggle, then, to find the answers to overcome our problems and challenges and become frustrated when things fail to do get better. Yes, life and work has grown more complicated since the 1940s. But what we are finding today, in industries across the U.S. and around the world, is that there is great wisdom in going back and relearning and redeploying some of the timeless concepts that were discovered by those who went before us. What they sought is, in fact, just what we are seeking and what countless generations before them sought as well — how to achieve excellence in the work people do on a regular basis.
After the fall of France on June 22, 1940, the United States knew that, whether we got into the war ourselves or not, we would play a vital role in supplying our allies with materiel to fight the war. This would mean rapidly ramping up defense production at a time when there were eight million unemployed people in the country, most of whom had never worked in a factory or shipyard before. Later, when the U.S. did ultimately enter the conflict and millions of experienced workers left the country to fight in Europe or the Pacific, the demands on industry to develop the ability and skills of its workforce only became more severe. One report from that time described the situation like this:
The nation’s vocational education system could be geared to give them some schooling before they went to work, but not even the best school could bring them up to the level of productive proficiency that would be required by the demands being placed on the aircraft and automotive plants and the shipyards even in defense days.

To meet these demands on production, the U.S. Government War Production Board created the Training Within Industry Service (TWI) to “assist defense industries to meet their manpower needs by training within industry each worker to make the fullest use of his best skill up to the maximum of his individual ability.”
 It is interesting, as well as aggravating, to read the language of the era which always used a masculine pronoun for every person referenced. But there is also a great deal of irony here considering that a large part of the workforce that went into the factories and shipyards were women, housewives who replaced all the men who went off to fight the war. This was the era of Rosie the Riveter who put a bandana in her hair, rolled up her sleeves, and went to work every day building B-29 bombers.
TWI drafted a national network of professionals, drawn largely from industry, to come up with an answer to a very simple question: “What can we do to make more people productively useful?” They responded by having their staff collect, develop, and standardize three programs which came to be known as the “J” programs:
1. Job Instruction Training (JI). Trains supervisors how to instruct employees so they can quickly remember to do a job correctly, safely, and conscientiously.

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

3. Job Relations Training (JR). Trains supervisors how to lead people so that problems are prevented and gives them an analytical method to effectively resolve problems that do arise.

Notice that each of these programs was targeted at front line supervisors to provide them with needed skills to succeed in their mission of producing quality goods at the proper cost. However, TWI defined “supervisor” as not only people in charge of others — the boss — but people who direct the work of others. In other words, if you were giving direction to other people and guiding their work, even though you might not necessarily be their boss, you were a target of the programs. The TWI founders realized that the person most influential in getting workers to learn and perform their duties with excellence and high morale is the person directly supervising their work. That is as true today as it was seventy years ago.

As we will discuss in a bit more detail later in the book, the secret to TWI’s success during the war was how they created a “multiplier effect” that allowed a minimum number of qualified trainers to reach a maximum number of people. They standardized each program and then trained people who then trained other people how to perform each method. By the end of the war over ten million people were trained under TWI and the huge success of the program is credited with helping win the war of production.
 The TWI Service monitored 600 of its client companies from 1941 until it ceased operations in 1945. The last survey, performed just after TWI had shut down field operations, detailed the following percentages of these firms reporting at least 25 percent improvement in each of the following areas:

· Increased production

86 percent

· Reduced training time

100 percent

· Reduced labor-hours

88 percent

· Reduced scrap


55 percent

· Reduced grievances

100 percent

You might be thinking that this is all well and good for the manufacturing sector, but we work in healthcare. But guess what? The TWI methods were used in healthcare during WWII as well! Doctors and nurses were also sent off to the war and there was a shortage of hospital workers here in this country just as there was a shortage of factory and shipyard workers. In the March 1944 edition of The American Journal of Nursing, Sister Mary Brigh, R.N., of St. Mary’s in Rochester, Minnesota wrote about how TWI was being applied to nursing:
To those outside the magic circle of hospital life, hospitals and nurses are synonyms for efficiency. Those inside the circle are only too conscious of the many weak pillars supporting it. Even a limited experience with the TWI programs indicates that the simple and practical methods presented in the three courses, Job Instruction, Job Methods, and Job Relations, lead to increased efficiency and decreased strain.

It is always the case, in any human endeavor, that when we find we are in need of improving ourselves we must first go back to the basics. In WWII, they had to go back to the basics of good supervision and front line leadership in order to develop a new workforce of people, including many women who had never even worked before, much less in a factory or a shipyard. With this challenge, they could not hide behind poor precedents or bad habits that had buried themselves in the working culture but had to cut to the truth about how we lead people and teach them well. These truths do not change. It is only we who have to keep relearning them again and again. Like we said, we have to keep going back to the basics.
In this book, we will look at only the Job Instruction module of the TWI program which was the first course to be developed and was, and still is, the most widely used of the three TWI methods. We will show you how this program is as vital and applicable in the current era as it was when it was developed so long ago. In fact, with our emphasis on improvement and the creation of “perfect care,” we will show how the TWI method of Job Instruction is indispensable to the achievement of what needs to be achieved in healthcare today.
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