
The Charter 
Experience: 
Evolution of 
On-the-Job Training 
with a 4-Step Method



Little Did You Know…



• Over 45 years 
• Located in Saukville, WI on over 200 acres
• Family Owned, Privately Held 
• One of the largest recyclers in the state of WI!
• Over 700 employees 

• We make steel that goes into EVERYTHING! 

What We are Proud of…



Remember 2021? 

• Who was struggling to find people? 

• Who was struggling to KEEP people? 

• Who noticed the change in past work experience entering 
manufacturing? 



Reducing Turnover & Time to Certification

60%
2021 Voluntary Turnover

29%
2023 Voluntary Turnover

2021

2024

190 Days

99 Days













Solution – 4-Step On-the-Job Training Process 

Read & Watch
• Understanding the 

process before 
hitting the floor

Teach Forward/ 
Teach Back
• Observing and 

performing the task

Qualified Operator
• Demonstrate ability 

to perform cyclic 
tasks independently

Certified Operator
• Certified to 

proficiently perform 
cyclic and non-cyclic 
tasks; and capable 
of training others



Key Takeaways to Share

• Conduct your current state analysis 
• Keep the end user at the top of mind
• LISTEN to your business stakeholders

• Start small, learn and apply to the next department 
• Do something, it doesn’t have to be perfect! 
• Continuous Improvement mindset…



Understanding Tags
The different types you will see and what they mean
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1 2 3

• Mill Tags – these metal tags are applied at the end of the rolling mill. 

• Blue Tags – these tags indicate special handling. This includes, only using a forklift with a protected pole and mast, coils must be 
unloaded and transported one at a time, coils may not be stacked, no coil-to-coil contact when storing and must always be stored in the 
designated locations.

• Green Tags - these tags indicate heavy coils. This includes, both 5100lb and 5600lb coils must be unloaded and transported one at a 
time, using a forklift with a protected pole and mast. Only the 5100lb coils can be double hooked at the Pickle House. Coils may be 
stacked in the coil yard and coils may have coil-to-coil contact when storing or staging.
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Impact on the Floor 

New Team Member Experience

• Basic knowledge of the job is 
covered consistently, before hitting 
the floor 

• Understanding safety exposures 
and the proper behaviors to 
control exposures

• Able to contribute to the team 
sooner, increasing their 
engagement 

Impact of a Trainer

• Trainers train more than tasks

• Behavior and attitude of the trainer 
matters

• Good influence – Culture keeper

• Able to build trust with new hires



Future Investments in Training

• Introducing Train-the-Trainer 
program 

• Investment made in training 
software (Dozuki)

• Virtual Reality simulations



Let’s Stay Connected
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