
Getting Ready for 2020 Summit 
 

You are going to have the opportunity to see how a company has increased their output 380% in three 

years by their leaders learning to use the TWI skills on the shop floor.  

The session format will be a brief overview of their progress. Then we will go directly to the step by step 

methods they used during improvements. You can prepare for the session by gathering data and we will 

coach you through the next steps.  

 

 

 

This is the general application pattern for using the TWI skills. First, they did some fact finding starting 

with mapping the process flows and defining the issues at each activity. 

 

 



Preparing for the workshop is best done by creating two levels of process maps. First will be the high 

level map that is generally done at a department level. It can be done in a general process sequence as 

well. Here is an example from the lighting company. 

 

After you have done the high level map, choose a department or process that you would most want to 

improve. (What department do you worry about the most? Which process has the most defects or has 

the most uncertainty for delivery?) 

 

This example shows a subassembly process feeding the main flow. Do not worry about making this 

fancy… just sketch off on a sheet of paper to start. Alternately, you can use sticky notes or a whiteboard 

to start making notes. For a smaller company you may be able list all the activities in one diagram. Once 

you have defined the activities, you gather facts on each one. 

 

Gather facts on each activity about the problems, issues, difficulties encountered. This can be safety and 

ergonomic issues. It can be quality related where material is rejected or scrapped. Or where the 

problem is so common that you have a standard rework process. It can be an issue were the process is 

so difficult or complex that only one person can do the job. You can take pictures or videos to help 

remember during the workshop. For extra help, get phone numbers of people you can ask questions if 

you need more information. 



The next piece of information you want to collect is the velocity of each activity. You do not need to do 

any time studies; approximate values are good enough to start. (Ask the operators for estimates.) Use 

number of pieces per hour or how you normally define production rate.  

 

The sketch is an example done by IE students to choose where to start their improvement efforts. 

The next piece of helpful information to note is the proximity between each activity. You do not need 

actual measurements, just count the number of steps will be enough for the first round of activity. You 

might have some close enough that they can hand it to the next step, or it is on a conveyor so they have 

no transport functions. 

 

 

You should bring as much information as practical so you can work with facts during the practice steps.  

Reorganizing for Flow can optimize your production system output. Production operations can be 

organized for flow without obviously being organized like assemble lines. Before you start moving things 

around, gather the basic facts you need to make the most effective choices for your next steps. 

You will learn about how to apply the four Principles of Flow and how to use your TWI skills to solve 

problems.  

Further reading is available online – a shorter summary of organizing for flow that is about 15 pages and 

a more detailed version of using 12 steps for improving (TWI skills) that is about 95 pages. 

https://www.linkedin.com/pulse/reorganizing-flow-project-2020-mark-warren - Working outline of the 

improvement sequence for organizing for flow. 

Be prepared to challenge your thinking and solve problems. 

https://www.linkedin.com/pulse/reorganizing-flow-project-2020-mark-warren


 

 

 

 

 

You can achieve 20% + improvement each year. 


