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MANAGEMENT TRAINING COUFSE CONFERENCE QUTLINE

NO. 16

DEVELOPING AND PRESENTING A NEW METHOD

OBJECTIVES ATIDS AND MATERIALS

1. To study the use of the flow 1. Worksheets 77--84.
process chart in the develop-
ment of a method improvement,
2. To learn the proper procedure
for submitting a method improve-
ment proposal,
3. To impress again the supervisor's
responsibility for planning and
carrying out method improvements.

----------- TIME SCHEDULE = = = = = = - = o & - -
Mirmites Topics
25 I. Discussion of Assignment on Flow
Diagram
50 II, The Flow Process Chart
20 III. Procedure for Submitting a Method

Improvement Proposal
15 IV. Summary
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I. Discussion of Collect the assignments on the flow diagram
Assignment of the room inspection, and glance them
(25 min. ) over quickly. Ask a conferee who has

worked out a good lmprovement plan to ex-
plain his proposal to the group, Sketching
on the blackboard is probably necessary.

After the proposal has been presented, have
the rest of the conferees point out any way
in which the inspection procedure may be
further improved,

The above example, though very simple and
requiring no equipment or devices to demon-
strate, illustrates well the usefulness of
the flow diagram, Have the group mention
other cases in which flow diagrams would be

effective.
II. The Flow Process Have the group refer again to the second
Chart (50 min,) step of the Effective Method Improvement
Procedure on Worksheet 71, The job break-
Worksheet 71 down sheet and the flow diagram have
(review) already been covered. Announce that the

third method of breaking down a job in de-
veloping a method improvement makes use of
the flow process chart.

Worksheet 77 First, distribute Worksheet 77, "Symbols on
a Flow Process Chart,"” and have the group
discuss it. Be sure to point out that a
symbol is used for each important step, not
for each mimate step, in a job.

Worksheet 78 Next, distribute Worksheet 78, "A Flow Pro-
cess Chart,” and have the group study the
case given along with the questions and the
flow diagram on the reverse side of the
worksheet. The example given here appears
to be an oversimplification of the problem
of making & method improvement. Explain,
however, that this is an actual case study.

Worksheet 79 It is not necessary to distribute Worksheet
79, which is a blank flow process chart,
because the job breakdown sheet is more
simple to write up and in most cases is
more effective than the flow process chart.
At any rate encourage the conferees to coms
to the training office to get these forms
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whenever they wish to draw up a flow pro-
cess chart in developing a methoed improve-
ment.

Ask the conferees how the job breakdown
sheet and the flow process chart differ in
their use.

Worksheet 80 Distribute Worksheet 80, "™Multicolumn Pro-
cess Chart,” which is a variation of the
flow process chart. Discuss the three
cases given on this sheet.

Worksheet 81 For a more detalled case study showing the
use of a multicolumn process chart distrib-
ute Worksheet 81, The flow of paper work
on a work order for a repair is clearly
shown,

Have the group dlscuss the usefulness of
such a chart,

Worksheet 82 Inform the group that Worksheet 82, which
is a blank multicolumn process chart, is
also available at the training office.

III. Procedure for Have the group discuss the important prob-
Submitting a Method lem of why most good ideas for lmprovements
Improvement never get beyond the "talking® stage.

Proposal (20 min.)
Also discuss points to be considered in
getting good ideas down on paper and in
making plans for realizing them; also, 1in
forwarding such plans to higher authority
for approval. Refer to the film strip,
"Stop, Lock and Question,”™ and review how
the supervisor took care of this problem.

Workzheet 83 Distribute Worksheet 83, ™A Job Method
Proposal Sheet,"™ and encowrage the super-
visors to use this form in preparing their
method improvement ideas for submission for
approval.

Assignnent Announce that within one month following
the end of the current course all conferees
are required to submit a method improvement
plan to the training office. Explain that
after necessary corrections are made these

proposals will be forwarded to the OIC of
(95 min. to here)  each conferes.
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Summary
(15 min.)

Worksheet 84

(110 min. to here)
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To summarize the job method improvement
phase of this management course have the
group turn to Worksheet 84, "Open Your
Mind."

Have the group read over this sheet, and
then use the remainder of this conference
in a discussion of the importance of the
supervisor's responsibility for planning
and carrying out method improvement pro-
jects as part of the supervisor's creative
duties,

A
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SYM3OLS ON A FLOW PROCESS CHART

OPERATION

When sométhing
is created, or
changed, or added
to, you use a
large circle to
show "Operation.”

Drive Nail Drill Hole Type Letter

An operation represents the main steps in a
process, Usually transportation, storage, and
inspections are more or less auxiliary to the
processing activities. Operations involve such
activities as forming, shaping, assembling, dis-
asgembling, servicing, etec.

TRANSPORTATION

O

When something is
moved from one
place to another,
you use a small
circle to show
"Transportation.”

Move material| Move material
by hoist or by carryin
elevator (Messenger%

Move material
by truck

Transgortation is the movement of the object
being studied from one position or location to

another. When materials are stored beside or
within two or three feet of a bench or machine on
which the operation is to be performed the move-
ments used in obtaining the material preceding
the operation and putting it down after opera-
tions are considered part of an operation.

STORAGE OR DELAY

When gcmething re-
mains in one place
waiting further
action, you use a
triangle to show

Material in

truck or on Employee

floor at bench | walting for Papers walting
walting to be elevator to be filed

processed

Storage or delay indicates an object coming
to rest and not being worked upon, Storage is
considered a permanent storage when a requisition
mast be obtained to move it to the next stage in

"Storage." the process.
INSPECTION Exami
materiagefor Read steam Examine printed
quality or gauge on form for
quantity boiler information

When something 1s
checked or veri-
fied, but not
changed, you use a
square to show

" Inspection."

Inspection for quantity may consist of
measuring, counting, or weighing. Inspection
for quality may consist of testing a part to see
if it will pass a predetermined standard or may
take the form of grading.

Conference 16, Worksheet 77
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3.

4.

QUESTICNS

Had any planning been given to this Job the way it had been done?

It has been indicated that almost any job can be improved from 20
to 30% by the application of the principles and procedures in this
ccurse., Doss this job support or refute that statement? Base your
angwer on figures.

Which point under which factor of motion economy (see Worksheet 70)
was most effective in the improvement of this job?

What function of management does improving this job come under?
What type of work? routine, regular, special or creative?

It is always good for a person to visualize the layout when he

reviews a flow process chart., Using the listed symbols:t and drawing
out the layout or the example on the other side, the following chart
is obtained:

@ Hand wheel truck Commerecial truck delivering

supplies to base

Trailer for supply pallets

large service elevator

[P] Pallets, a rack to hold

supplies so they can be Lift truck
lifted by a Hft truck

Tractor to pull trallers for

supplies
C
T
[
T&P .
20 150 ft
Xix

Conference 16, Worksheet 78 (cont'd.)
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DATE

DEPARTMENT

FLOW PROCE3S CHART

JOB TITLE
SUPERVISCR

PROPOSED METHOD

PRESENT METHCD

|
“ON_dJEIS
worzozasir || IO OO0 OO0 000
o i0d Q1< << << << << < <4<
_SNWL0000000000566
TTad NI
“ON JEIS
norzoaesix |1\ ({1100 O1O13 310
o < << < < <] << <9 1]
~oNVHL ololoiojolotojolOlOo|l0O{01}Q
i [O| OO0 0101001000010
198 NI

Conference 16, Worksheet 79

This material is in the public domain — PLEASE SHARE!
For more information, contact: Mark. Warren@Tesla2.com




MTP Course 16 of 22

‘ON JIIS
NOLLOISNT |\ (1 (]| [ [0 |0 1O0|10|0|0,0(00|C
woeries | << << << << < <99 <9 < 9| <
-GNV, oiolololoilolO]l]OjO}lO}lO ]| O] O0O}JO0O]O
sorzvzaa | O 1O1O|O101010101010|0 1010|010
IAEd NI
‘ON JdIS
voLzossstr \ [\ () [ (|0 0|0 0|0| Q|0 0|0|0|0
norzvivog | < < << <] <)< << <1< <01 <1
-gNVYI olojojolojo|lo|lolo|olo|lo|olo]|o
norvan | O O[O 10O |00 0000|0000
1334 NI

Conference 16, Worksheet 79 (cont'd.)

This material is in the public domain — PLEASE SHARE!
For more information, contact: Mark. Warren@Tesla2.com




MTP Course 16 of 22

MULTI-COLUMN PROCESS CHART

DATE

DEPARTMENT

PRCCEDURE

L] L] - * - . P
L] b L * . LY .
L] * . ) L] -* L]
. » - . . I .
* L] L ® L ] - -
. LS . - . . .
. . [} . . L) -
3 . . . " ~ A
. ] . . . . .
* . " pe . - .
L) . L . . . .
o . . - . . .
. . . . . . -
. . L4 . U . .

Conference 16, Worksheet 80
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TROUBLE AREAS

Clerk

Clerk

Clerk

Clerk

— e e e e e mm e e e fEm e SR W e eme W Gme e e — e o e e ]

IS BACK TRACKING NECESSARY

The work here went back to Clerk B 4 times.
Could she do more at one time?

Office|_

A

Office
B

Office
C

Office
D

IS WORK DISTRIBUTED EVENLY

Is more work done in office B than necessary?
Do those in office A, C, D bave to wait on office B?

Unit

Tnit

Unit

Unit

Is there duplication or Repetition?
Why are the same actions repeated in each unit?

Conference 16, Worksheet 8l
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A JOB METHOD APPROVED

The Proposal Sheet

To Date
From

Subject

Product

Operation Dept,

The following is my proposal for improving the method for doing
this work:

NOTE: Tell exactly HOW you believe this improvement can be accom-
plished. Use another sheet for additional information or

sketches if necessary. Send in Present and Proposed Job Break-
down Sheets with this proposal.

_

Conference 16, Worksheet 83
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QPEN YOUR MIND

Fuchida, foreman of the packing department, was seated at his desk
thinking. Hara (foreman of the receiving department) came by and
kidded him about his serious thinking.

"Itn trying to think up some new ideas for this department to see
if we can keep even with the production schedule,™ Fuchida said showing
& baffled expression.

"Don't blame you," Hara replied in a cheerful manner. "You know
I've discovered lately that I get a lot of ideas by just talking with
my men on the job, Talk to them. See if you don't get a lot of good
ideas. "

The next day Fuchlda started talking with men in his depariment.
He would ask the workers individually for any new ideas they might
have on how to meke the job easier, safer or more efficient.

Several ideas that Fuchida picked up he was able to put to work
immediately. Several others which seemed to him to have questionable
value, but which cost little and could do no harm, he also put into
effect. The results were imusediate and favorable and efficiency of
operations increased. He continued talking to his workers whenever
the opportunity came up. He obtained many good results.

As a by-product, Fuchida also discovered that he was getting to
know his men a lot better and they seemed to like him more.

Your whole departmental performance level 1s almost sure to be
rajsed measurably by your discussing shop problems with your workers
and getting positive ideas.

But, what must you always be sure that you do whensver a person's
proposal has turned out to be an effective improvement? Why?

JOB METHOD QUESTIONS

Have I freed my hand from holding?

Have I found the rhythm of my job?

Is my job set up for drop delivery?

Is my work laid out in my normal working area?

Do I work with balanced motions?

Have I cut the number of motions to a minimum?

Have I eliminated searching and selecting?

Are my tools and materiels pre-positioned?

Have I eliminated positioning time?

Does my tooling have ejectors and quick-acting clarmps?
Can I put my feet to useful work?

Can I produce two or more in one operation?

Have I eliminated unnecessary handling time by combining
operations?

Have I broken long and complicated Jobs into smaller elements?

e

T -] e

.

Conference 16, Worksheet 84
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