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E & J GALLO WINERY

• Founded in 1933

• Headquartered in Modesto California

• Employ approximately 8,000 people worldwide

• Largest winery in the world

• 20 Wineries throughout California, Washington, Wisconsin,      

and New York

• Vertically integrated from vineyard to distribution

• 100+ brands 

• California’s largest single site user of recycled glass,        

diverting 175,000 tons of glass from landfill annually
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OUR JI JOURNEY

Started - July 2020

Train 100+ Operators in less than 3 
months

Launch new products & production 
lines

Directive – Faster, Better, Bigger
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TRAINING WITHIN INDUSTRY (TWI) 
JOB INSTRUCTION (JI) OVERVIEW



TRAINING WITHIN INDUSTRY (TWI) OVERVIEW

Provides a foundation for developing organizational 

excellence and transforming bus iness culture

Complement Lean solutions by providing your 

frontline personnel with skills to establish a culture for 

change, improve methods and facilitate S tandard 

Work

Drive stability create a sustainable improvement 

culture



TWI “J” PROGRAMS

Teaches supervisors how to 
handle problems and prevent 
them from occurring.

Developing a logical and 
people-centric view for positive 
employee relations.

Job Relations (JR) Job Instruction (JI)

Trains leaders on how to 

instruct.

Follows a 4-Step Method for 

training that develops in the 

leader the skill of instructing

Drives to consist training 

methods and training results.

Job Methods (JM)

Focus is on work process and 
procedure improvement.  

Greater quantities of quality 
products in less time and best 
use of the people, machines, 
and materials currently 
available.

Foundation for true continuous improvement and job enrichment



WHY TWI JOB INSTRUCTION?

Training effectiveness and 
efficiency

Productivity and quality in 
operations

Increase

Cycle time for training

Time for team member 
advancement

Decrease

Ensure an Adaptative, Agile and Engaged Talent Pipeline



TWI JOB INSTRUCTION (JI) ELEMENTS

• Train to the standard

• Used by On-the-Job 
Trainers only

• Overview of repeatable 
steps explaining the key 
point and why the step is 
important

• The only official training 
document used

• Written by JI Trained team 
members and validated by 
Operations leadership

JIB

• Method of instruction

• Proven to support the 
trainee and the trainer

• Repeatable and 
sustainable training 
method

• Used to evaluate On-the-
Job Trainers

4 Step 
Process



MANAGING THE MANAGEMENT:
LESSONS IN DRIVING CULTURAL & 
PROCESS CHANGE



LESSON 1: EXTREME OWNERSHIP
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• Live the mission

• Expect resistance

• Supply lines of support
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LESSON 2: CHANGE MANAGEMENT

• Cultural change is harder than process change

• Eradicate the 6D’s 

• Evangelize

• Engage the conversation



LESSON 3: PRESERVE & PROTECT
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• Know your role

• Preserve the team

• Protect the method

• Discipline creates freedom
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LESSON 4: RECALIBRATE & CELEBRATE

• Lose the battle to win the war

• Iterate on approach not the method

• Celebrate progress



HERE AND NOW
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• Focus on leadership development

• Build habits that lead to resilience 



THANK YOU

Celeste Ayers

Celeste.Ayers@ejgallo.com

(209) 281-9937
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