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Part Two: Job Instruction Training

Chapter 5

The Four Steps of Job Instruction

We saw in the last chapter the vital need for good job instruction in hospitals and healthcare facilities. Training employees on job procedures, then, needs to be a regular task due to changing work demands, changes and improvements in procedures and standards, workforce turnover, the increasing need for cross-functional training, and the never ending progress of medical practice and technology. At the very least, worker performance, regardless of whether people are new or experienced in their tasks, is not always where it needs to be. Moreover, we saw in Part One how proper training in standard methods, and ensuring that these standards are maintained on a consistent basis, created a baseline of Standard Work that is vital for Lean tools to succeed. If healthcare facilities want to improve their performance using Lean methodologies, they must start with a well-trained workforce.


Most supervisors understand the need for good training and they provide a specified amount of time for this training, usually known as orientation. The orientation of a new worker in health care is often a shared responsibility involving the supervisor, a preceptor, and staff from a centralized education department. The supervisor has the final responsibility of evaluating the worker’s performance and competency. The preceptor is a skilled and experienced co-worker who instructs from the work unit and shares patient care assignments with the new worker, gradually increasing the independence and assignment work load of the learner. Side by side, the preceptor validates the new worker’s ability to perform the tasks associated with the assigned job. The third party contributing to orientation is the centralized education team, often called The Department of Clinical Education, or something similar. This team provides training for jobs that are shared among work units regardless of the specialty, for example, medication administration. In this case, all nurses will need to know how to operate the equipment associated with this job: medication dispensing machines, computerized charting, and the safety procedures incorporated into the process. Medications specific to certain patient populations (such as sedating drugs used to treat intubated patients,) would be covered by the unit-based preceptor. The clinical education team is most likely to train in a classroom or in a skills lab away from the clinical work unit where the worker is assigned. 
So the issue is not usually in providing orientation or training. What is being questioned here is the method of instructing. Is it viable, effective, and complete? Let’s look at two common, but incorrect, methods of instruction—Showing Alone and Telling Alone.

Showing Alone

It is a very common practice in healthcare facilities to instruct employees by showing them how to do a job. Showing a person how to do a job is a critical element of good instruction but, when used alone, can lead to very serious problems. Here’s a true story of how one preceptor failed to train a person properly when she simply showed the person how to do it:


The preceptor was teaching a new nurse how to attach an arterial line to connector tubing for the purpose of flushing the line. The job consisted of connecting the two tubes, one from the connector tubing and the other from the arterial line already attached to the patient’s arm. The job had to been done fairly quickly and efficiently or else blood would leak out, or air and contaminants could enter the line, so the supervisor showed the new nurse how to do it several times. What the new nurse failed to notice, however, was how tightly the connection had to be twisted on. When he was allowed to do it himself the new nurse did not twist the connection on tightly enough into the locking position. The two tubes quickly snapped apart and blood from the patient’s arm began spraying around the room causing the patient to panic and the new nurse to scramble to correct the situation.


The failure to do the job correctly was not the new nurse’s fault. No matter how simple it may seem, a job cannot be mastered by observation alone. Seeing a job does not always translate into being able to do it. Many motions are hard to copy, and most learners usually miss the tricky points. Even if they can do the job, it is usually no more than a copy of the motions and doesn’t mean they understand the job. Yet, surprisingly, countless people today are simply being shown how to do their jobs with little more explanation than, “Do it like this.” This type of poor instruction is one of the major causes for the many problems we face in healthcare facilities.

Telling Alone

Another very common practice when giving instruction is telling a person how to do the job. As with showing, telling someone what to do is a critical element of good instruction but, when used alone, can result in serious problems. To demonstrate how this style of training can result in failure, imagine you are a new worker in a healthcare facility and someone simply tells you the correct way of washing your hands, without showing you how and with no gestures or motions. The dialogue might go something like this:


Turn on the faucet and wet your hands with water so that they are completely wet. Get soap from the dispenser making sure that you have enough to cover all of the surfaces including the backs of your hands and the fingers. Rub the palms of your two hands together back and forth and in a circular motion. Then rub the palm of one hand on the back of the other hand backwards and forwards and in a circular motion. Repeat for the other hand. Take the thumb of your left hand and grasp it with the palm and fingers of your right hand rotationally rubbing the thumb in the palm of the hand. Repeat with the right thumb in the palm of your left hand. Interlace the fingers of both hands, palm to palm, and move your palms back and forth so that the insides of the fingers rub against each other. Curl the fingers of your right hand into a fist and rub the backs of those fingers backwards and forwards on the palm of your left hand. Repeat with the fingers of your left hand in the right palm. Take the tips of the fingers of your right hand and rotationally rub them backwards and forwards on the palm of your left hand. Repeat with the fingers of your left hand in the right palm. Rinse your hands thoroughly until all the soap is removed being careful not to touch the faucet or the sink. Leave the water running. Dry hands thoroughly with a single use towel and use the towel to turn off the faucet.


Would you be able to perform the task exactly as specified just hearing this explanation? Things seem complicated when you are listening to words and most people don’t “get it” simply by being told how to do something. Many movements, however simple, are difficult to describe in words and few of us can use the exact words or the right number of words to explain a procedure correctly and completely. When a person hears a long explanation, their minds do not piece it together in the same logical order in which it was described. The brain can only absorb so much information at one time, so details get mixed up and the person focuses on certain points while neglecting others.


Over time, with enough telling and enough showing, a capable person will be able to do the job. Through the process of trial and error, they may even learn all the nuances or tricks to doing the job. But this approach is not effective or efficient and, of course, a lot of mistakes, injuries and delays will occur while the job is being mastered. What is more, as each person “learns” the job at their own pace, the prescribed method will be “learned” differently by each person doing it and we will not end up with standard performance.

A Sure and Effective Method of Instruction

If we are to truly attain a standard method of doing our jobs, a better way of instruction is called for. The Job Instruction 4-Step Method fits this bill and, when used properly, can assure a successful training experience each time it is applied. This method works quickly and efficiently while ensuring that the learner remembers how to do a job correctly, safely, and conscientiously. The method is based on fundamental principles of human learning that are timeless and always true, a fact confirmed by supervisors who were formerly K-12 teachers and have noted that the JI method incorporates the fundamentals they were taught in teacher training classes. Professional trainers as well have pointed out how the JI method covers all three styles of adult learning: auditory, visual, and kinesthetic.


Let’s look at the JI method first by reviewing the dialogue an instructor has with a person learning a job. We’ll assume this is a new employee without much experience working in a healthcare facility. One of the most important things they will need to do throughout each day of their work is to wash their hands properly so that they can protect both themself and patients by not contaminating them with harmful viruses or bacteria they might pick up from other sick patients they come into contact with. Of course, the employee being trained will both hear and see the instructor’s words and actions, so refer to the diagrams and notes that accompany the dialogue and try to imagine the activity taking place.


Pay attention to both what the instructor says and does as well as the order in which these things are performed. After reviewing the dialogue, we’ll look in detail at each item the instructor did in order to teach the job of hand hygiene using the Job Instruction 4-Step Method.

Teaching Hand Hygiene

Instructor: Hello, Bill. How are you?

Learner: Fine, thank you.

Instructor: My name is Sarah Jones and I’m the supervisor on this floor of the hospital. It’s nice to meet you. This is your first week in orientation, isn’t it?

Learner: Yes, as a matter of fact, this is my second day.

Instructor: Well, are you getting along OK?

Learner: I’m really glad to be here although there is a lot to know.

Instructor: It takes some time to get used to a new place. But if you need anything at all, please let me know. Today I’d like to teach you how to wash your hands properly. Now, I’m sure you’ve washed your hands before.

Learner: Of course.

Instructor: But here in the hospital it’s more than just washing your hands. You have to clean them thoroughly to be sure all the germs are killed. Have you ever had a shot and the nurse scrubbed your arm with alcohol where she was going to stick you? Why did she do that?

Learner: Well, if there are any germs on your skin, they’ll get into your body.

Instructor: Right. Washing your hands properly is done for the same reason. Sick people coming to the hospital bring a lot of germs with them and they get on your hands while you’re working. If you don’t wash your hands thoroughly you could transfer those germs to yourself or to another patient and that patient could get sick with a disease they didn’t even have before they came here. In fact, proper hand washing is the single most important thing you can do to keep patients and yourself safe.

Learner: I see.

Instructor: OK, Bill, why don’t you come around and stand behind me, to my left and watch what I’m doing over my left shoulder. You’re much taller than me, so can you see everything all right?

Learner: Yes.

Instructor: First, I’m going to do it while explaining the Important Steps of the job. Are you ready?

Learner: Yes.

Instructor: [Instructor performs the job as she explains and points out the Important Steps — Figure 5-1.]

· This job has six Important Steps

· The first Important Step is wet hands.

· The second Important Step is apply soap.

· The third Important Step is rub hands.

· The fourth Important Step is rub fingers.

· The fifth Important Step is rinse.

· And the sixth, and final, Important Step is dry.

Insert Figure 5-1 near here.

Did you get that all right?

Learner: Yes.

Instructor: Let me do it for you again. This time, I’ll tell you the Key Points for each step. [Instructor performs the job again as she explains and points out the Key Points.]

· The first Important Step, wet hands, has one Key Point. That Key Point is without soap.

· The second Important Step, apply soap, also has one Key Point. That Key Point is cover surfaces.

· The third Important Step, rub hands, has two Key Points. The first Key Point is palm to palm. The second Key Point is palm to backs.

· The fourth Important Step, rub fingers, has four Key Points. The first Key Point is thumbs [see Figure 5-2]. The second Key Point is interlocking. The third Key Point is backs of fingers to palm [see Figure5-3]. And the fourth Key Point is tips to palm [see Figure 5-4].

· The fifth Important Step, rinse, has just one Key Point. The Key Point is leave water on.

· Finally, the sixth Important Step, dry, has one Key Point. That Key Point is use towel to turn off water.

Insert Figures 5-2, 5-3 and 5-4 near here.

Did you get all that? 

Learner: Yes, but why did you leave the water running. Isn’t that wasting water?

Instructor: Good question. Let me do the job one more time telling you the reasons for all of the Key Points. Then that will answer your question. [Instructor performs the job once again while explaining the reasons for the Key Points.]

· The first Important Step, wet hands, has one Key Point, without soap. The reason for that is if you put the soap on first, it rinses away and you won’t have enough to wash your hands completely. On the other hand, when your hands are already wet, the soap begins to lather as soon as it touches the water.

· The second Important Step, apply soap, has one Key Point, cover surfaces. If you don’t have enough soap to cover all the surfaces, you won’t kill all the germs.

· The third Important Step, rub hands, has two Key Points. The first Key Point is palm to palm and the reason is because it cleans the entire surface. The second Key Point is palms to backs. Here again, the reason is to clean the entire surface.

· The fourth Important Step, rub fingers, has four Key Points. The first Key Point is thumbs. If we forget to wash our thumbs, the most active part of our hand, we certainly cannot say that our hands are completely clean. The second Key Point is interlocking and the reason is the sides of the fingers can all be cleaned at one time. The third Key Point is backs of fingers to palm because it will ensure you clean the cuticles and knuckles, areas where germs can hide. The fourth Key Point is tips to palm and we do this to be sure to clean the area underneath the fingernails.

· The fifth Important Step, rinse, has one Key Point, leave water on. We leave the water on so that we do not re-contaminate our clean hands by touching the dirty faucet.

· The sixth Important Step, dry, also has one Key Point, use towel to turn water off. We do this for the same reason as leaving the water running, so we can prevent recontamination of our hands.

Do you have any questions?

Learner: No. I think I get it.

Instructor: All right, then. Now let’s have you try doing the job. Come around to the sink and just do it once for me without saying anything. [Instructor has the operator come to her place and she goes and stands where he had been, behind him and to the left. Learner does the job and the instructor immediately jumps in and corrects any errors that the learner may make.]
That’s very good. You’re a quick learner.

Do the job again for me, please. But this time, tell me each of the Important Steps of the job as you do them. How many Important Steps were there?

Learner: I think it was six; yes, six Important Steps.

Instructor: That’s right. Tell me what the six Important Steps are as you do the job.

Learner: [Learner does the job again while saying the Important Steps. Instructor helps him to remember any Important Steps he can’t remember.] The first Important Step is “wet hands.” The second Important Step is “apply soap.” The third Important Step is “rub hands.” The fourth Important Step is “rub fingers.” The fifth Important Step is “rinse.” And the sixth Important Step is “dry.”

Instructor: Excellent! That’s very good. Let me have you do the job again, Bill. This time tell me both the Important Steps and the Key Points for each of those steps.

Learner: [Learner does the job again while saying the Key Points for each Important Step. Instructor helps him to remember any Key Points he can’t remember.] The first step, “wet hands,” has a Key Point: “without soap.” Is that right?

Instructor: Yes, that’s it.

Learner: OK. The second Important Step is “apply soap.” The Key Point here is “cover surfaces.” That’s the only Key Point for Step 2.

Instructor: That’s right.

Learner: The third Important Step has two Key Points. The first Key Point is…

Instructor: What is the step again?

Learner: The step is to “rub hands.”

Instructor: Right. And the two Key Points are?

Learner: The first Key Point is “palm to palm.” The second Key Point is… I can’t remember. 

Instructor: What part of your hands do you need to rub besides the palms?

Learner: Oh, that’s right, “palms to backs.”

Instructor: That’s right. 

Learner: The fourth Important Step is to “rub fingers.” There are four Key Points here. The first Key Point is “thumbs.” The second Key Point is “interlocking.” The third Key Point is “backs of fingers to palm.” And the fourth Key Point is “tips to palms.”

Instructor: Very good!

Learner: The fifth Important Step is “rinse” and it has one Key Point, “leave water on.” And the sixth Important Step, “dry,” has one Key Point and that is to “use towel to turn water off.”

Instructor: You’re really getting it. It sounds like you have a good understanding of the job. But just to be sure, let me ask you to do it again and, this time, tell me the reasons for each of those Key Points.

Learner: All right. [Learner does the job again while saying the reasons for each of the Key Points. Instructor helps him to remember any reasons he can’t remember.] The first Important Step, “wet hands,” has a Key Point: “without soap.” And the reason is because if you put the soap on first, it rinses away when you splash it with water. [Learner continues giving the reasons for all of the Key Points until the job is completely finished.]

Instructor: Well, it looks like you’re ready to do it on your own. Please use this method every time you have to wash your hands. If you have any questions, just ask me. I’m usually on the floor but if you don’t see me, you can ask Jane, your preceptor. I’ve already told her that we would be covering this topic today and she is ready to help at any time. I’ll come back and check on you a few times throughout the rest of the day, just to make sure you’re getting on alright with the method. By that time you should be getting the hang of it and, after that, I’ll just check on you once or twice for the rest of the week. But never be afraid to ask a question if there is anything at all that is bothering you. I really believe that the best employees are the ones that ask lots of questions. If things are going well by the end of the week, I’ll leave you on your own to make sure you are washing your hands properly at all times. Does that sound good?

Learner: Great. I think I should be fine.

Instructor: All right. Then I’ll let you get back to work and will be checking on you shortly.

This dialogue embodies the entire JI 4-Step Method which is defined as the way to get a person to quickly remember to do a job correctly, safety, and conscientiously. The method is simple and straight-forward, but it does follow some definite rules. These rules are captured by the TWI founders on a pocket-sized card that can be carried by supervisors (instructors) at all times so that they can have the method at their fingertips whenever they need to train a job. Figure 5-5 shows the back side of the pocket card and the four steps of instruction (we will look at the front side of the card in the next three chapters).

Insert Figure 5-5 near here.


Let’s review each step along with all of the details for each step in order to understand how we can use the JI method in order to ensure correct instruction each time we teach a job.

Step 1: Prepare the Worker

In the initial step, the instructor must do several things to put learners into the correct frame of mind. These may appear simplistic at first glance. But because every person is unique, instructors must take into account attitude and demeanor at the time of training to ensure that the trainee is receptive to learning the job. Otherwise, you will have wasted your time or, even worse, created conditions that lead to problems. 
Detail 1: Put the Person at Ease

People are, by nature, nervous and uncertain when they learn a new job. They may be afraid that they are not capable of doing the job or will have difficulty getting accustomed to the new work. They may have had a bad training experience in the past. Anxiety and uncertainty create “noise” in the minds of learners. They are a barrier to communication and cause learners to miss important points. 


In the hand hygiene example, the instructor tried to put the new person at ease by asking him how long he had been with the hospital and by assuring him that she was there to help out if needed while he got accustomed to his new surroundings. You could also begin by talking about local events or even the weather. Your task is to get a trainee to relax and focused on learning the job. While you don’t want the training session to devolve into idle chatter, a little time spent building a relationship helps to ensure training success. 

Detail 2: State the Job

Amazingly, many trainers rush their employees into a training situation without informing them exactly what they are asking them to learn. Make sure learners fully understand, up front, the job they are being asked to do. Otherwise, they will be puzzling over where your instruction is going and will miss important points. It would be like trying to make a jigsaw puzzle without the picture on the box — you cannot connect the pieces if you don’t know what it’s supposed to look like.


For example, tell the learner the name of the job he or she is going to be learning and then show a completed sample, if appropriate, or explain the purpose of the work. This lets the learner see or know what the finished work should look like. Because you have removed the mystery of the work and the fear of the unknown, you have already made the learner less anxious. 

Detail 3: Find Out What the Person Already Knows

The instructor should find out as soon as possible whether the learner has ever done the job (or something similar) or has a hobby requiring the same types of skills. A quick review of the process should provide this information. If the learner has never done this particular job before, finding out whether he or she has similar or related knowledge and skills can help the instructor evaluate and adjust the amount of instruction needed to teach the job properly. Accelerate or slow down instruction depending on the learner’s background and experience. 


By comparing the job at hand with something the learner already knows, even if only marginally related, you build confidence and reduce anxiety. In learning correct hand washing, for example, the instructor related it to swabbing an area of skin with alcohol before giving an injection, a process that everyone is familiar with. 

Detail 4: Get the Person Interested in Learning the Job

Job Instruction teaches people to learn to do their work conscientiously. That means that they have to take an interest in what they are doing and pay attention to details. The most effective way of getting people interested in learning a job is to make them realize the importance of doing the job right. For that, they need to know how their effort, no matter how small, fits into the bigger picture — the finished procedure or service. No one is ever enthusiastic about doing a mindless, meaningless task.


In the demonstration of proper hand hygiene, the instructor pointed out that, if done incorrectly, the person could pass on an illness to a person who did not have that illness when they initially came into the hospital. This explanation was not meant to scare the learner but to show just how important the job is to their overall work. Moreover, the instructor pointed out how important it was to the learner himself in protecting against infection. Knowing the importance of the job honors the person doing it and motivates that person to learn to do it well.

Detail 5: Place the Person in the Correct Position

The final part of preparing learners is to make sure you place them in a position where they can best see and hear the instruction. This may seem obvious, but sometimes the obvious is the very thing instructors neglect to do. For instance, many an untrained instructor unwittingly trains an employee how to do a job backwards — because the employee is facing the instructor.


The proper place for the learner to stand to watch the job demonstration is behind the instructor, looking over his or her left shoulder, the view the learner will have when performing the job. Since most people are right handed, this gives them the clearest view of what the right hand is doing. If you are a left-handed instructor, you may want to have the learner stand behind you looking over your right shoulder. However, be aware that the learner will do the job exactly as shown. Your procedure may be awkward for right-handed learners. 


The best place to teach a job is at the actual spot where the work will be performed on a regular basis. If there is anything dangerous at the worksite, this is the time to be sure the learner is in a safe position. Be aware that it may be difficult for the learner to see or hear what you are doing or saying because of noise or inadequate space. Always ask if you can be heard and seen clearly. If not, you may decide to go to a training room or other suitable area, taking all necessary tools and materials to teach the job with you. 

Step 2: Present the Operation

In Step 2, Present the Operation, the instructor moves from the preparation phase to an actual presentation of the job. Here, the instructor gives a careful and detailed demonstration of the job to the learner. Again, it is imperative that you tell the learner what it is you are demonstrating.

In the hand hygiene example, the job was broken down into Important Steps and Key Points to facilitate the instruction. Providing a job breakdown is the way to make sure that the learner understands all of the vital information in the right order and avoid confusing the learner with information overload. Learning how to do job breakdowns using Important Steps and Key Points is a vital skill for supervisors proficient in JI. Chapter 6 provides a detailed discussion of the Job Instruction Breakdown Sheet, but for now, it is enough to know that an Important Step is a logical segment of the operation when something happens to advance the work. Key Points represent whatever is “key” to doing a step properly, such as things that make or break the job, anything that would injure the worker (i.e. safety), or things that make the work easier to do.

Detail 1: Tell, Show, and Illustrate One Important Step at a Time

Begin by showing the job one Important Step at a time, telling the learner what each step is as you do it. You can use sketches or diagrams of the job to illustrate any fine points that may be difficult to conceptualize. It is a good idea to start out by telling the learner how many steps there are in the entire job: “This job has six Important Steps; the first Important Step is . . .” By doing this, you give the worker a clear idea of what to expect, and you focus attention on the “six” important things to be learned. 


Since Important Steps are the logical segments of the operation, do not make these steps hairsplitting, micro-motion details of the job. They should be simple, common sense reminders of what is really important to “put across” the job to the learner. When demonstrating the job, be sure to:

· Speak clearly and deliberately

· Make eye contact with the learners to ensure they are following you 

· As you move along, ask learners if they understand what you are demonstrating 

In Chapter 6, you will learn how to make a Job Instruction Breakdown Sheet, which lists Important Steps and Key Points, to ensure you explain the Important Steps in the right order without missing anything. This breakdown sheet is only for the instructor. Never show the breakdown sheet to learners because they must focus their full and undivided attention on the job you are teaching them to do.

Detail 2: Do It Again Stressing Key Points

Most people do not learn to do a job by seeing it demonstrated just once. With a second demonstration, people know what to expect the next time around, and this helps them understand what they saw the first time. Once people have an overall picture of what is going on from start to finish, they can begin to absorb the intricacies of the job. Here, you can introduce them to the Key Points of the job — any relevant special trick or a knack that is not readily apparent but which constitutes the real skill of the job learned over time. 


Key Points are the skills and insights that make people “experienced.” JI speeds up this maturing process and transfers this experience quickly and smoothly so that learners do not spend weeks, months, or even years to “figure things out.” 


As with the Important Steps, be sure to articulate each Key Point clearly as you demonstrate the job. The learner needs to see and hear your demonstration at the same time. Use your breakdown sheet to make sure you present all Key Points in their correct sequence. 

Detail 3: Do It Again Stating Reasons for Key Points

Do the job one more time adding in the reasons for each of the Key Points. By knowing the reasons why each Key Point is important, learners will be able to remember to follow them each time they do the job. As thinking human beings, people need a reason to do what they do — if something is meaningless (i.e. no reason for it), they will not bother doing it or they may find a different way to do it. What is more, when they understand why they must do the job that way they will be able to recognize when conditions change or something is going wrong and will be able to take action to correct the problem.

Caution Point: Instruct clearly, completely, and patiently but don’t give them more information than they can master at one time. 

This line on the card is in italics to alert the instructor that this is a caution point that applies to all of the other items in this step. This method of instruction may seem cumbersome and repetitive, but what feels redundant to you is, for the learner, a natural part of the learning process. Each time you demonstrate the job, you give a little more information. In doing this, you avoid confusion and reinforce information presented before while adding depth of detail to the learner’s understanding. In addition, you create a logical structure for the learner by drawing connections between each Key Point and its corresponding Important Step.

Learning is like eating, you can only chew and swallow small amounts at one time. In the same way, there is only so much information the brain can absorb and process at any one time. By clearly and patiently repeating the job several times, you have the opportunity to give an appropriate amount of information starting with the overall guideline and then drilling down into greater detail each time you go through the presentation. The more times the learner sees the demonstration, the more familiar he or she will become with the process. Gradually, the learner will become more capable of grasping and connecting information that is needed for doing a job. And by covering all the Important Steps, Key Points, and reasons for the Key Points, you can be sure that your instruction is complete.

Step 3: Try-out Performance

In most cases, by the time you are satisfied that you have completed Step 2 successfully, the learner is already anxious to try doing the job. Do not feel that you have to rush into Step 3 until you are sure the learner has fully understood the job completely. Recognize, however, that if a learner is anxious to try the job out, it is likely that your efforts to motivate have succeeded.

Never assume the learner can do the job without verification. Stay and observe until you are confident the learner can continue doing the work without your assistance.

Detail 1: Have the Person Do the Job — Correct Errors

First, have the learner perform the job silently, without either of you saying anything. This is the time for the learner to show you what he or she can do. At this point in the training, the learner merely needs to do the job and not worry about explaining how or why. (Exception: If the job entails a thinking process like judgment calls or inspections, the leaner can confirm the call or state out loud what they are thinking.) If learners have to explain what they’re doing up front, then this part becomes more important than doing the job itself and they will put more attention on the words than on the motions. This slows down the learning process.

Observe the work carefully and stop the learner immediately if he or she is doing anything incorrectly. Do not let the learner proceed, because it is extremely difficult to unlearn something done incorrectly even once. This is the opposite of what is typically done when we let people “learn from their mistakes” — the JI method is to do the job correctly the first time and every time thereafter. If a learner is unable to do any part of the job, show and tell again, as you did in Step 2, the correct way of doing that part or step. Then have the learner continue demonstrating the job using the correct procedure. In the worst case, you may have to go back and repeat Step 2 at a slower pace.


Many trainers get confused on this detail because they think they should not let the learner do the job silently, which is like “showing alone.” While the instructor should never “show alone,” it is essential for the learner to demonstrate their ability to do the job without having to speak or give an explanation. Good training always starts at the simplest level and moves toward complexity. Having the learner perform the job silently the first time is the simplest level. It allows the learner to focus on just doing the job.


On the other hand, you may occasionally get a person who has a habit of “thinking out loud” or “mumbling to themselves” when they do something new. If this is the most natural and relaxed mode of performance for them, then let them speak. If you didn’t, it would make them more nervous and prone to make a mistake. But this does not take away from the need to have them continue with Step 2 and explain the job completely following the breakdown. Their talk here is more a part of their physical activity and doesn’t necessarily mean they understand what they are doing.

Detail 2: Have the Person Explain Each Important Step to You as They Do the Job Again

Now that you know the learner can do the job physically, you want to make sure that he or she understands the job mentally and is not just imitating the motions. Ask the learner to do the job again and tell you all of the Important Steps. The learner does not necessarily need to repeat the Important Steps verbatim, but listen carefully for accurate content. If the learner is having trouble remembering the steps, provide one or two key words as a hint. This will usually stimulate a recall of the whole step. Use the same breakdown sheet used in Step 2 (in this case as a check sheet) to make sure the learner has stated all Important Steps in the correct order. 

If the learner cannot state any of the steps, stop the job and have the learner begin again. Interrupt when the learner gets to the end of an Important Step. Ask the learner to describe what he or she just did and sum up the learner’s explanation by saying the Important Step. Continue this process with the next Important Step. 

When the learner has completed doing the whole job, take a moment to examine the completed work carefully. Even if you are sure the job was done correctly, this careful review of the finished process shows the learner how much you care about the quality of the work. An encouraging "Well done!" after the inspection inspires confidence. 

Detail 3: Have the Person Explain Each Key Point to You As They Do the Job Again

Have the learner do the job again, this time telling you the Key Points for each Important Step. This will confirm the learner understands the vital elements to doing the job well. Use the breakdown sheet to make sure all Key Points were stated with the right step and in the correct order.

Because the job is still new, some learners may confuse Important Steps and Key Points. This is normal. Your job is to help the learner distinguish Important Steps from Key Points and one Important Step from another while mastering the Key Points for each of those steps. This may take some time and work, so have patience. This is the part of the process where they are really “learning” the job. Your breakdown sheet will show you how to do this. Asking questions reinforces the process: “What was the first Important Step again?” "How many Key Points were there in the first Important Step?” “So what is the first Key Point in this step?” and so on. Above all, make sure it is the learner, not you, who is restating the Important Steps and Key Points.

Detail 3: Have the Person Explain Reasons for Key Points to You As They Do the Job Again

Have the learner do the job yet one more time again telling you the reasons for each of the Key Points. If the learner can explain why the job has to be done this set way, you will know that they have a true understanding of the job. By making sure they know the reasons for each Key Point, you can be better assured that they will remember to do the job the proper way each and every time.


 Because the learner performs the job four times in this step, the instructor has the opportunity to have them repeat the Important Steps and Key Points several times. Learners usually struggle to remember these items the first time but, interestingly enough, begin to nail them down by the fourth repetition. This is why we should never “short cut” this step. It is tempting to let them go after one or two trials when they seem to be able to do the job. But it is not until they perform and explain the job four or more times that they truly make it their own and remember the procedure.

Caution Point: Make sure the person understands

 This caution point is italicized on the JI pocket card and applies to all of the other items in this step. In each part of the Try-out Performance step, the instructor’s job is to make sure the learner physically and mentally understands the job while demonstrating it. The instructor’s role is to be attentive to everything the learner says and does, jumping in whenever necessary. Never assume the person understands the job, or you may run into problems down the road. If the learner is having trouble repeating the Important Steps, Key Points, and reasons for Key Points, continue to review them until the problem is resolved. 

Caution Point: Continue until you know they know

This caution point is also italicized on the JI pocket card. There is no set number of times the learner should repeat the job while the instructor observes and gives instruction. The correct number of times is the number of times it takes for the learner to fully learn and be able to perform the job. Although the TWI card shows that you should repeat the Try-out Performance four times, you should continue this process until you are satisfied that all Important Steps and Key Points have been mastered. Do not leave the scene until you are confident that the learner knows how to do the job. Be patient. Reassure the learner that you are not going to bail out until the job is completely mastered. No matter how busy you are, you will avoid or minimize future problems if you take the time to instruct correctly and completely. 

Step 4: Follow-up

The final step of the JI 4-Step Method is Follow-up. No matter how diligently you have performed the initial three steps — Prepare the Worker, Present the Operation, and Try-out Performance — you must never assume that you have achieved perfect instruction or covered every detail. Things are seldom done perfectly. Moreover, remember that people and processes can and do change. It is impossible to predict what effects changes will have on the work being done, which is why you must follow-up on the instruction to make sure you are not blindsided by the unexpected.

Detail 1: Put the Person on Their Own

From the moment the instructor transfers the job, it is the worker’s responsibility to do the job correctly each time, showing that he or she knows the job is important. The instructor needs to make it clear to the learner that they have taken on this responsibility.


At this point, the instructor should advise the learner how much work is expected over a given time period (e.g., the next hour or the next full day) or how often the work is to be performed if it is not an ongoing task. Knowing how much work must be finished and by when will give the learner a sense of pacing, which is always a big concern when doing something for the first time. Without this knowledge, some learners might feel compelled to rush needlessly to prove themselves. This can lead to mistakes or accidents.

Detail 2: Designate Who the Person Goes to For Help

In the early stages of doing a new job, a learner will have questions or need help. Unless otherwise instructed, most learners have a tendency to ask people nearby. This can be disruptive and counterproductive, especially when the people nearby, regardless of their willingness to help, are not familiar with the job in question or do not know how to give correct instruction. The most appropriate person to get help from is you, the person who taught the job. Make this clear to the learner immediately. Obviously, you will not always be available, so you must designate someone else who can fill in (e.g., another leader in the area or an experienced worker). Be sure to let these individuals know that you have appointed them to help and that they have the appropriate knowledge to provide instruction.

Detail 3: Check on the Person Frequently

Most errors occur soon after the learner starts doing a job alone for the first time. During this critical period, check back frequently, even every few minutes if necessary. How often you check back depends on the nature of the job. In situations where accidents or serious failures can occur, checking frequently may even mean staying at the site and keeping an eye on the worker’s performance for a period of time. In our example of hand hygiene, a worker has multiple opportunities to perform this job within an hour or two, so a good amount of time between putting them on their own and the first follow up might be after one hour has gone by. Remember that it takes time to become experienced. Be available to help and give additional instruction when needed. As the worker becomes familiar with the job, check less frequently.

Detail 4: Encourage Questions

Most employees are hesitant to ask questions. Every worker wishes to be competent and to be seen as capable. Some fear that questions will show a lack of ability or experience and might jeopardize wages or promotions. They may even fear being fired. Even experienced workers hesitate to ask questions because they unrealistically (and usually mistakenly) believe they are supposed to know everything about the job. As a supervisor, you want all workers to be asking questions, especially if answers to those questions can help prevent problems. Encourage all questions and answer them. 


The key to encouraging questions is to create a stable, secure, and open work environment where people are not afraid to ask questions. You must work hard at this by letting your people know that it is okay to ask questions and by taking the time to listen and respond. Furthermore, by creating strong and steady relations with your people you will create a mutual trust that will encourage people to ask any question without hesitation or fear of consequences. 

Detail 5: Taper Off Extra Coaching and Close Follow-up

As the learner becomes more experienced, gradually taper off extra attention and close the follow-up phase. If you have used the JI method well, you can rest assured that the work will be carried out properly and with few problems. 

If the Worker Hasn’t Learned, the Instructor Hasn’t Taught

The JI Four-Step Method, when used properly, is a sure and reliable way of getting people to learn jobs. The key tenet to the JI method is: If the worker hasn’t learned, the instructor hasn’t taught. In other words, the supervisor has the responsibility of ensuring that employees perform their jobs well.

When things go wrong in a working environment, it is very easy and very common for supervisors to blame problems on the low skills or lack of proper attention on the part of the people who perform the work. The supervisor may even replace a person who cannot perform up to speed (and at times, this may indeed be the needed action). The truth of the matter is that most employees are actually capable of doing much more than what they are being asked to do. Moreover, most people go to work each day with the intention of doing a good job and are proud of the work they do. With proper training, most people not only do the jobs that are required of them, they also try to show their supervisors the full breadth of their ability and ambition. 


Many supervisors feel it is an unfair burden for them to be held totally responsible for an employee’s performance. After all, they protest, no matter how hard you try, some people simply refuse to listen or to follow good instruction. This is not an instruction problem; it is a leadership problem. Poor performers generally do not have a good relationship with their supervisor and resist the supervisor’s guidance. In addition to good instruction skill, then, supervisors need leadership skill that helps them build and maintain strong relationships with the people they supervise and encourages their cooperation. In an environment that provides good leadership, employees depend on their supervisors to train them properly so they can succeed at their jobs.

 
If supervisors are trained to instruct their employees, old and new, properly and continually, many if not most of the problems we face on a daily basis in healthcare can be alleviated or eliminated, and changes can be addressed appropriately. The ability to train is, therefore, one of the most important qualities a supervisor must possess. Using the method described in this chapter will hone this training ability.
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