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Introduction
Purpose, Process, People

We know lean is a different way of 
managing
Lots of different mental models

Quality should be built (not inspected) into 
the product or service
The importance of going to the workplace to 
see issues first hand
Making problems visible rather than hiding 
them

There are tips and tricks about learning 
that make the transformation smoother
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But First….
What is the Role of the Manager?

Knowledge of work
How we do things “Go 
and See”

Knowledge of 
responsibility

What we need 
to do by when

Skill in improvement
How can we do things 
better?

Leadership behaviour & 
motivation

Why we do things this 
way?

Teaching ability
How to pass along skills 
to others?

Management
Responsibilities

Right person 
on right job

Start new 
employees

Train
employees

Plan handling 
& storing

Control
material costs

MAN MACHINE

MATERIAL METHOD

Availability

Control
machine costs

Maintain safety

Operate 
Co. policies

Timing
schedules

StandardsMaterial quality

Develop cooperation

Maintain
high morale

Improve everyone’s
performance
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Learning that Sticks

How do we get a person to do a job?
Correctly
Quickly
Conscientiously

Getting EACH person to do EACH job 
correctly, across all departments, 
represents much of the answer to 
DOING THINGS RIGHT,
FIRST TIME,
ON TIME
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Solely Telling

TELLING, alone, is NOT GOOD INSTRUCTION
Most people just don’t “get it” through “telling”

Many operations are difficult to describe in words

Few of us can use the exact words necessary anyhow

Things seem difficult when listening to words

It’s hard to “tell” the right amount and know whether 
it’s going in
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Solely Showing
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Summary

People can learn their jobs with 
enough “telling and showing” but:

These are not SURE and DEPENDABLE 
methods
There is a SURE and DEPENDABLE 
method that works EVERY TIME, if it 
is applied
It was formulated by practical 
application
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How to Instruct
Job Instruction

STEP 1: PREPARE TEAM MEMBER
Put team member at ease
State the job
Find out what the team member already knows about it
Get team member interested in learning the job
Place team member in correct position

STEP 2: PRESENT OPERATION
Tell, show and illustrate each Major Step one at a time
State each Key Point
Explain reasons
Instruct clearly, completely and patiently
Present no more than team member can master

(Do you have any questions?)
STEP 3: TRY OUT PERFORMANCE

Have team member do the job; correct errors
Have team member explain Major Steps as the job is done again
Have team member explain each Key Point as job is done again
Have team member explain reasons for key points as job is done again

STEP 4: FOLLOW UP
Put team member on own
Designate to whom to go for help and where
Check frequently
Encourage questions
Give any necessary extra coaching and taper off the follow up

If the MEMBER hasn’t learned, the INSTRUCTOR hasn’t taught
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Demonstration
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Job Breakdown Sheet

Workshop Theme:
Lean Workshop

Workshop No.  Team Date:

Page: 
Of:

Parts: Tools:
Process:

No.
WHAT?

Important Steps
Has the job advanced?

WHY?
Reasons 

(for the key points)

HOW?
Key Points

Make or break,
injure worker, easier to do

Training Aid
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Something to Think About
How could you use this technique?

Has every supervisor (someone 
responsible for the work of others) been 
trained how to train?
Does every supervisor have a defined 
set of skills they need their people to 
learn?
Do they have a plan of how they will 
train/coach people on an ongoing basis 
& new starters in these core skills
Do they have a mechanism for 
identifying skills gaps and solving them?
Can we relate all these actions to 
headline performance?
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