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Chapter 6

Breaking Down a Job for Training

In chapter 5 we saw how an instructor taught a new employee at a hospital to properly wash his hands. Because the instruction method followed a specific pattern, you might think that this was enough to get the person to learn the job quickly and correctly. But if not properly prepared before the training session begins, trainers may unwittingly give too much information and confuse the learner or fail to present the job as clearly as they should. They might also jump too soon from one point to another or have to backtrack because they missed a point earlier. In Step 2 of the method, Present the Operation, they might introduce new ideas in the wrong place or miss critical points because they have not clearly organized information about the job. In Step 3, the Try-Out Performance, they might fail to confirm that the learner has in fact grasped all of the Important Steps and Key Points or confuse the learner by adding new information in Step 3 that was not presented in Step 2.

These training shortcomings are common throughout the healthcare industry. They show that instructors, although they may know how to do a particular job without even thinking, need to be fully prepared to deliver the training. Carefully considering the steps and critical points of a job before trying to teach it is the best way to begin. There is usually more to a job, even a simple job, than you realize, especially if it is something you do not do on a regular basis. For this reason, even if you fully understand the JI 4-Step Method, you need a solid foundation that will prepare you to teach it properly. 

There are four important things that you need to do before you instruct a job. These four “Get Ready” points are printed on the front side of the JI pocket card introduced in the previous chapter. Titled "How to Get Ready to Instruct" (see Figure 6-1), this side of the card lists things you need to do before you give instruction using the four steps listed on the other side. Let’s examine these four get ready points.

Insert Figure 6-1 near here.

1. Make a Timetable for Training. Do the training by plan, not by accident. You usually make plans for any part of your work, and training should be no different. When you make a timetable for training, you are planning who to train, on which job, and by what date. 

2. Break Down the Job. List the Important Steps of the job and identify the Key Points for each of those steps; clearly organize the operation in your mind so that you can be sure you are correctly teaching the one best way of doing the job. 

3. Get Everything Ready. Have all of the proper equipment, tools, materials, and supplies needed to aid the instruction. If you use makeshift instruments or use the wrong equipment or forget something or don’t have the necessary materials, you set a poor work standard for the person who has to do the job and undermine your authority as a supervisor or trainer. 

4. Arrange the Worksite. Arrange things neatly, just as you would in the actual working conditions. A cluttered storage cabinet, a poorly arranged work table, a cluttered desk, or any single thing that is out of place sets a poor example for employees. 
Because the second “Get Ready” point, Break Down the Job, is the most important and the most difficult point to learn, it merits special attention. Thus, Chapters 6 and 7 will focus only on this subject. Chapter 8 will cover “Get Ready” items one, three, and four. Even though Break Down the Job is the most critical of the four preparatory items, the instructor must follow all four “Get Ready” points to ensure a successful training session.

Get Ready Point 2: Break Down the Job

If someone asked you to give a short speech at an event or to talk at a healthcare meeting about the progress of a project you were leading, you would probably make some notes beforehand, perhaps in outline form, so that you present your thoughts in an understandable, logical order. Doing this would help you to remember important information as well as keep you from digressing from the subject at hand. At the same time, you want your outline to be flexible so that you can adjust your comments in response to audience reaction to what you are saying. In the same way, when preparing for JI, you also need to make notes regarding the jobs you want to teach to workers. 
Specifically, you need to break down jobs into their Important Steps and then find the Key Points for each of those steps. You will also be finding the reasons for each of these Key Points, which you will use during instruction. When you break down a job, you document the one best way for doing that job and thus create a job standard for the work. However, the purpose of these job breakdowns is not to try to describe every conceivable step, motion, point, or precaution that may relate to the job. Nor are they instruction sheets that document in detail how to do the job. In fact, you don’t even show the breakdown sheet to learners. The breakdown sheet is merely a tool for collecting notes “from yourself to yourself” to help you organize your thoughts and the operation’s procedures as you train the employee. Though we use the word “notes” here, we do not mean to imply random words jotted down on the back of an envelope. These “notes” will be carefully considered words and phrases that accurately capture the process of doing the job at hand.

Figure 6-2 shows the breakdown of the hand hygiene example we used in the previous chapter. The breakdown sheet has three columns: one for Important Steps, one for Key Points, and one for the Reasons for the Key Points. 

Insert Figure 6-2 near here.

What is an Important Step?

An Important Step is a logical segment of an operation when something happens to advance the work. Let’s say you need to change the oxygen tubing for a patient and you keep the new tubing in a drawer. "Grasp the handle of the drawer" is not a step worth noting on the breakdown sheet because the worker will know to do this motion intuitively. What about, "Pull open the drawer"? This is a step, but it is not an Important Step, because simply opening the drawer does not advance the goal of changing the oxygen tubing. "Take out the proper tubing," however, is an Important Step and should be noted. For this step, it is not necessary to go into any greater detail. Keep in mind, also, that during the instruction session, the learner will see the instructor taking out the tubing from the drawer and will know to grasp the handle and pull open the drawer without telling them.

It is important to keep in mind that these breakdowns are not hairsplitting, micro-motion studies that people commonly use when documenting or analyzing a job procedure. They are simple, common sense reminders of what is essential when teaching a job. Remember that your purpose is to teach people to quickly remember to do a job correctly, safely, and conscientiously, so don’t overload them with any more information than they absolutely need to have. For example, if you were to write down every detail of the procedure in the hand hygiene example, it would look like this:

1. Turn on the faucet and wet your hands with water so that they are completely wet.

2. 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.

3. Leave the water running.

4. Rub the palms of your two hands together back and forth and in a circular motion.

5. Then rub the palm of one hand on the back of the other hand backwards and forwards and in a circular motion.

6. Repeat for the other hand.

7. 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.

8. Repeat with the right thumb in the palm of your left hand.

9. 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.

10. 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.

11. Repeat with the fingers of your left hand in the right palm.

12. Take the tips of the fingers of your right hand and rotationally rub them backwards and forwards on the palm of your left hand.

13. Repeat with the fingers of your left hand in the right palm.

14. Rinse your hands thoroughly until all the soap is removed being careful not to touch the faucet or the sink.

15. Dry hands thoroughly with a single use towel and use the towel to turn off the faucet.


In this detailed description, there are 15 steps and 279 words, as compared with 6 steps and 39 words in the brief, but better, job breakdown of hand hygiene shown in Figure 6-2. Keep in mind that the instructor might need to use all 279 words in the course of explaining the job. However, for the purposes of organizing the procedure in your mind, 39 words are all you need.


A simple procedure for choosing Important Steps is presented below. Using this checklist will help you create a concise but complete list of Important Steps for washing your hands.
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Let’s take a look at this process using the hand hygiene example (refer to Figure 6-2). You begin the job by turning on the water faucet so that you can wet your hands. Now ask yourself whether the job has advanced because of this action. While you certainly need to have the water running, just turning on the water does not get you closer to your goal of having your hands washed — your hands are just as they were before the water was turned on. The first logical step in the advancement is when your hands become wet so the first Important Step would be: wet hands. This action implies that you will need water so there is no need to tell the learner to turn on the water. They will understand that when they see you demonstrate the job.


Continue washing your hands, applying soap. Ask yourself: Has the job advanced? This action definitely advances the job because you won’t get your hands clean without soap. So the second Important Step is: apply soap. Next you begin moving your hands together in order to get the soap to lather without letting it spill down into the sink. So rub hands would be the third Important Step because it moves the job forward. Here you might be tempted to think that this process of rubbing your hands together is the whole part of washing your hands, but you know that there are some special techniques you want to apply to getting the fingers and fingertips clean. So you separate that into a different step. That makes the fourth Important Step rub fingers because this part of the process requires special attention.


Now that your hands are completely clean, you continue doing the job which is to rinse off the soap. Needless to say, this advances the job because we have to remove all of the soap from our hands. The fifth Important Step is: rinse. Finally, because we don’t want to leave with our hands dripping wet, we must dry them and so the sixth Important Step is: dry. These six steps capture the essence of what it takes to understand this job quickly and completely. Because they are simple and direct, they are easy to remember and repeat. Notice that each step involves something that moves the job forward. It is not until you get to the Key Points for each step that you go into the details.


The Important Steps in a breakdown should correlate with the learners’ abilities. In other words, each step can be as precise or as general as needed. If the experience or skill of the learner is low, the steps can be shorter in content and more specific. If it is high, larger amounts of work can be captured in each step. This means that there can be different breakdowns for the same job.

You will notice in Figure 6-3 that there are two levels of detail depending on whether the learner is experienced or new. Example 1A is used for employees who have had experience with patients and are already skilled at reading a clinical thermometer. New people, however, have to learn each operation. Example 1B is the breakdown for just the first step, prepare thermometer. There will be breakdowns for each of the other operations; once the operator has learned them all, it will not be necessary to provide that level of detailed instruction. Your breakdowns can be as precise or as general as needed depending on a learner’s skill level.

Insert Figure 6-3 near here.

What is a Key Point? 

Five to ten percent of every job entails hard or tricky parts that take time to learn and that embody the real skill of doing the work. People gain these “know-how” skills through years of experience. Because these skills are developed over time, healthcare facilities value long-term, experienced employees. But our objective with good instruction is to develop these new skills much more quickly. TWI calls these know-how skills Key Points because they are the key to doing each step of the job properly. In fact, knowing the Key Points of a job and how to pick them out quickly and easily is perhaps the most important think in Job Instruction.
A good instructor finds these Key Points and passes them on so learners can gain needed skills as quickly as possible. Knowing a job’s Key Points helps to reduce the number of accidents and errors that occur while people are becoming “experienced.” Supervisors can also use breakdowns to capture the knowledge of experienced employees and pass it down to a new generation of workers. 
There are three kinds of Key Points. Understanding them will help you recognize them in any given job:
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As with Important Steps, there is no need to identify everything that happens in a job, but if the activity meets one of these three conditions, you can consider it a Key Point. Some good examples of Key Points are listed below:

· When removing “dirty” gloves, the Key Point is to “peel off, inside out” so as not to spread germs.

· When drawing up a medication, expel the excess air by inverting the syringe.

· When using a suction machine, the sound will change if the tube gets plugged. Judging the sound will be the Key Point.

· When cleaning used instruments, a Key Point is to avoid touching the part of the instruments that may carry infection.

· When placing a peripheral IV, how far to advance the needle once you have entered the vein is the Key Point.

· While performing CPR, when giving two breaths there are two Key Points: “tilt head/lift chin” and “pinch nose.”

· When connecting IV tubing to the hub of the catheter by “twisting the threads” to be sure you have a tight seal, how much power to put into the turn will be the Key Point.

After we have identified the Important Steps in the job we want to teach, we look for the Key Points step by step. Here is a procedure to use which will guide you through the process:
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Now let’s see how these seven steps were used to find the Key Points in the hand hygiene example. Note that all the bolded words are terms and phrases that went into the breakdown sheet.

Important Step 1: Wet Hands

1. Do the first Important Step: wet hands.

2. While performing the step, recite the three conditions that define a Key Point: make or break, injure the worker, easier to do.

3. Ask yourself if there is anything you are doing here that might meet one of these conditions? Yes, there is. Many people apply soap first before they wet their hands thinking that this is faster or easier. But you must first wet your hands without soap. Ask yourself why you do it that way or what if you didn’t do it that way. The answer is because if you put the soap on first it rinses away with the water and, conversely, soap will naturally lather when it is put onto water. (Note: This is the Reason for the Key Point.)

4. To confirm that this is in fact a Key Point, ask which of the three conditions it meets. In this case, wetting your hands without soap would make or break the job because if you rinse away the soap with water you will not have the proper amount of soap on your hands to wash them completely. Therefore, you can conclude that without soap can be a Key Point.

5. Write the Key Point down on the Breakdown Sheet. All you need to write is “without soap.”

6. Repeat steps 2 through 5 for the first Important Step until you can’t find any more Key Points in this step. (In this case, there are no other Key Points for the first Important Step.)

Important Step 2: Apply Soap

1. Do the second Important Step: apply soap.

2. While performing the step, recite the three conditions that define a Key Point: make or break, injure the worker, easier to do.

3. Ask yourself if there is anything you are doing here that might meet one of these conditions? Here, you have to make sure that you apply enough soap to cover surfaces of both hands. Ask yourself why you do it that way or what if you didn’t do it that way. If you don’t, then you will fail to kill all the germs that you may have on your hands. (Note: This is the Reason for the Key Point.)

4. To confirm that cover surfaces is a Key Point, ask which of the three conditions it meets. In this case, it clearly makes or breaks the job.

5. Write the Key Point on the Breakdown Sheet: cover surfaces.

7. Repeat steps 2 through 5 for this step. (In this case, there are no other Key Points for the first Important Step.)


We continue using the same procedure for the remaining Important Steps. For the sake of brevity, we’ll just present the conclusions. But the same procedure was used throughout to bring out these conclusions.

Important Step 3: Rub Hands

When you rub hands, continue reciting the three conditions for a Key Point — make or break, injure the worker, easier to do — so that you stay focused on what you are looking for. Key Points are usually hidden, almost invisible at first glance, so you have to be diligent about knowing what they are in order to flush them out. For example, when you rub hands it is important that you clean the entire surface of both palms without missing a spot and the way to ensure that this is done is to keep the palms flat and rub them together. This meets the condition make or break, and the Key Point is palm to palm.


Continue questioning the same step to see if there are any more Key Points. In this step, there is another Key Point. People very often neglect to clean the back of their hands thinking that this area is not used when working. But the backs of our hands do come into contact with people, materials, and equipment and are excellent areas for carrying and passing on germs. Here again, the flat surface or your palms is the best thing to use to clean the entire surface because it ensures no spot will be missed. The Key Point, then, is palms to backs because it meets the condition make or break.

Important Step 4: Rub Fingers

We noted when determining the Important Steps for this job that there were several techniques needed to ensure that the fingers are cleaned thoroughly. First, you must not forget to clean the thumbs because this is the most active part of our hand. This meets the make or break condition for a Key Point. Notice that the Key Point does not specify the technique used which is to grasp the thumb and rotate it in the palm of the other hand. The learner will understand the motions by seeing the instructor perform the job and so no words are necessary. If the learner still has trouble performing this part during the Try-Out Performance, the instructor can add additional explanation as needed.

When we wash the remaining fingers, cleaning each finger separately using the same technique as the thumb would be cumbersome and time consuming. Here, by interlocking the fingers and moving the hands back and forth, the sides of the fingers can all be cleaned at one time and this meets the condition easier to do, so it can be a Key Point. Finally, the backs and tips of the fingers are areas where germs can hide, especially under the fingernails and in the corners and creases of the cuticles and knuckles. By running the backs of fingers to palm and the tips to palm, two separate Key Points because they make or break the job, you can ensure to clean these critical areas.

Important Step 5: Rinse

In this Important Step, rinse, you need to make sure you do not re-contaminate your clean hands by touching the faucet which may have germs on it. While most people leave the water running while they wash their hands, they instinctively turn it off before they dry them. Since your hands were dirty when you turned the water on, there is a chance that germs were deposited on the facet and you don’t want to put them back onto your now clean hands. Since this would make or break the job, the Key Point is leave water on.

Important Step 6: Dry

Finally, after you dry your hands using a paper towel, you can use towel to turn water off and thus prevent recontamination of your hands. Since this meets the condition of make or break, it can be a Key Point.


When we find a Key Point, we check to see if it meets one of the three conditions — make or break, injure the worker, easier to do — by asking why we do it that way or what if we didn’t do it that way. Based on the answer to that question, we can clearly see if it meets one of these conditions and can, therefore, be a Key Point. By following this procedure we also find the reason for the Key Point since that is the answer to the question, “Why do we do it this way?” Writing this reason down on the breakdown sheet gives us this final piece of information we need to teach the job successfully using the JI 4-Step Method. As noted in the previous chapter, if the learner knows why the Key Point is necessary, he or she will be more likely to remember and follow it.

Summary and Sample Breakdowns

As you have seen, the breakdown for Job Instruction consists of two major parts: Important Steps and Key Points. One easy way to remember the difference between these two items is that Important Steps are the what you do and the Key Points are the how you do it. Therefore, Important Steps usually consist of action phrases beginning with verbs: “Insert hypodermic needle,” “Input data,” “Swab injection area with alcohol,” or “Turn up heat to 375 degrees.” Key Points, on the other hand, usually consist of descriptive words using adjectives and adverbs: “With shiny side up,” “Feeding evenly and slowly,” “To two decimal places,” or “Vigorously,with friction.” When you put the two together, they make a complete and descriptive sentence as in, “Swab injection area with alcohol vigorously, with friction,” where “Swab injection area with alcohol” is the Important Step and “Vigorously, with friction” is the Key Point. When you add the reasons for the Key Points, it makes for a complete description of the process.

These breakdowns may seem complex, but you can do them quickly and easily after a little practice. Because they are simply notes to yourself, few words are required, and the fewer the words, the better. If you make your breakdowns too precise or use technical jargon, you will only confuse the learners and important parts of the instruction will be left unclear or misunderstood. With a good breakdown in hand, when you demonstrate the job in Step 2 of the JI 4-Step Method, you will be able to explain each of the Important Steps precisely and emphasize all of the Key Points to each step in the correct order without missing any. In Step 3, the trial phase, you can use this breakdown as a check sheet for making sure the learner has understood all of the Important Steps and Key Points, with nothing omitted.


Experienced trainers may know a job so well that they seldom think about how to put it across to others, so when they teach it, they carelessly miss important parts. They assume that because they are able to perform the job quite easily, then anyone can do it. Consequently, they fail to gauge just what learners need to know in order to do the job. On the other hand, sometimes trainers incorrectly think they fully understand a job that they really don’t and only notice their ignorance when they try to teach it to someone. We may be able to do a job even though we don’t understand all of its details, but when we have to teach it to someone we will be forced to explain these details. Even when we know a job well, the tendency is to give too much information by saying everything we know about the job and this only serves to confuse the learners. Sometimes, the more we try to explain something, the more confused the learner becomes.

These are all common mistakes and the reason why so much faulty instruction is being given throughout the healthcare industry. That is the reason why we need to think through jobs and make a breakdown sheet for each job before instructing it. When we analyze a job by doing a breakdown for instruction, we can plan out beforehand how we will explain the job clearly and judge the proper amount of information the learner must remember. We should never assume that we can come up with a clear explanation right there on the spot.
The following four sample breakdowns are from four different areas of the healthcare industry (see Figures 6-4 to 6-7). 
Insert Figures 6-4, 6-5, 6-6, and 6-7 near here.

Below is a summary of how to do a breakdown.
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Breakdown Sheets and Standardized Work

Learning to make breakdowns of jobs and putting this skill into use is a big step toward the greater goal of work standardization in healthcare, which we discussed in Part One. These Job Instruction breakdowns, however, should not be confused with Work Standards. Strictly speaking, Job Instruction Breakdown Sheets are well considered notes for the trainer to use during the instruction process. “Instruction sheets” or standard work forms, when available, can be used as references as you create your breakdown sheets for training. Usually, these forms are very detailed and describe “everything” about a job. Breakdown sheets for Job Instruction, on the other hand, give only the amount of information needed to “put across the job to the learner.”

Even if you have instruction sheets or standard work forms, you should still perform the jobs when making the breakdown sheets because doing so ensures that you are capturing just the right descriptive and simple words for the operations. There is absolutely no substitute for actually going to the worksite and doing the job yourself to make sure you have the procedure down correctly. What is more, standard work forms usually miss many Key Points because they were written to describe the “what to do” and have overlooked the “how to do it” in a job. Therefore, we cannot depend solely on the written standards to guide us in making our breakdown sheets for instruction.

Once organizations learn JI training, they quickly realize that their “instruction sheets” for employees are too complicated. These documents typically have the steps, details, and reasons intermixed in long narrative descriptions. In most cases, to our dismay, they are not used or even read by the employees. We do not mean to imply that these documents are not useful, they certainly are. But they are not particularly useful for training. In good instruction, as embodied by the JI 4-Step Method, both what is seen and what is heard make up the full extent of the training. So these breakdown sheets are designed with this specific purpose in mind. They are not a comprehensive written record of the job and you should not use them as such. 
Keep in mind as well that just because we have two separate documents describing a job does not mean that we have two “standards” for doing the work. This is a common misunderstanding. It would be like looking at two drawings of the same house. One may be an isometric 3D rendering of what the home looks like from the outside, whereas the other may be a schematic drawing of the inside details from three different angles: front, side, and top. But both drawings still show the same house. In the same way, having another written description of the job does not mean we have another, different standard. Both documents describe the same standard process of doing the work, but from different points of view.
We cannot emphasize enough that the Job Instruction Breakdown Sheets do not replace detailed instruction documents, which are the proper references for both operators and supervisors to use to confirm details of the work. They may also be used, for example, when regulators or auditors, or even vendors, come into a facility and need to confirm how certain tasks and procedures are being performed. Just because the names of the tools are similar, doesn’t mean they perform the same function. We need both types of documents and they should be used appropriately for the purposes they were designed to perform.
Four Steps to Identifying Important Steps


Start doing the job, slowly and meticulously following the standard procedure.


Ask yourself at each stage, “Has the job advanced?”


If so, question what you have done.


If you think it can be an Important Step, write down in the column for Important Steps on the breakdown sheet with a succinct phrase to convey the meaning.





Three Kinds of Key Points


Make or Break the Job. These are things that make for the success or failure in job performance.


Injure the Worker. Safety factors, no matter how small, are always Key Points.


Easier to Do. This includes any special knack or “trick of the trade,” the special bits of information or timing that make a job easy to do.





Six Steps to Finding Key Points


Do the Important Step.


While performing the step, recite the three conditions that define a Key Point: make or break, injure the worker, easier to do. This is what you’re looking for.


If you find something you think might meet one of these conditions, ask yourself why you do it that way or what if you didn’t do it that way.


Confirm that this is a Key Point by asking yourself which of the three conditions this would meet. For example, if you didn’t do it that way and the job could not proceed, then this would make or break the job and, thus, would be a Key Point.


If you conclude that it does meet one of the conditions, write the Key Point down on the Breakdown Sheet.


Repeat steps 2 through 5 for the same step until you can’t find any more Key Points in this Important Step.


Repeat the entire process for any remaining Important Steps.





Summary of the Way to Make a Breakdown


Do the job on your own. You may want to refer to any available written materials such as work standard forms or “instruction sheets,” and you should talk with experienced workers to be sure you have determined the “one best way” of doing the job.


Write up the Important Steps of the job, making sure that each step is a logical segment of the operation that advances the job.


Do the job again, step by step, and find the Key Points for each Important Step. When finding the Key Points, keep in mind the three conditions that define a Key Point: What makes or breaks the job? What might injure the worker? What makes the work easier to do? As you find the Key Points, record the reasons for each Key Point and this will make the explanation complete.


Number or label your breakdown sheet. Doing this will make it easy to find in your files, and you’ll be able to use it again and again whenever you have to teach that particular job.
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