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Instructions: 
 Review the course & exam preview below.   
 Click “Add to Cart” from the course page on the website.  You can “Continue 

Shopping” to add additional courses, or checkout.  Don’t forget to apply your 
coupon code if you have one before checkout. 

 After checkout you will be provided with links to download the official 
courses/exams.   

 At your convenience and own pace, you can review the course material.  When ready, 
select “Take Exam” to complete the live graded exam.  Don’t worry, you can take an 
exam as many times as needed to pass. 

 Upon a satisfactory completion of the course exam, which is a score of 70% or 
better, you will be provided with your course completion certificate.  Be sure to 
download and print your certificates to keep for your records.    

Exam Preview: 
1. Performance Test Level of Accomplishment is the level of accomplishing a 

performance test where perform (P), simulate (S), observe (O), or discuss (D). Which 
of the following level of accomplishing matches the description: Describe applicable 
safety and administrative requirements and the parameters (meters, charts, 
measurements, etc.) an employee would observe/monitor during actual performance 
of the task? 

a. Discuss 
b. Observe 
c. Simulate 
d. Perform  

2. According to the reference material, the actual job site may not present the best place 
for training.   

a. True 
b. False 

3. OJT is designed to prepare employees for job performance through training and 
performance testing that is conducted by qualified OJT instructors in a simulated 
work environment.   

a. True 
b. False 

4. According to the reference material, though OJT has its drawbacks, the advantages 
normally far outweigh the disadvantages.  

a. True 
b. False 



 

5. Using Figure 1.  Training/Evaluation Standard, and the surrounding reference 
material, which of the following categories does NOT fall under the Evaluation 
Standard for OTJ training? 

a. Amplifying Conditions  
b. Standard(s) 
c. Prerequisites  
d. Terminal Objective 

6. According to the reference material, the cost of OJT may be low.  OJT is usually 
conducted one-on-one, and this method of training and performance testing takes a 
great deal of time. 

a. True 
b. False 

7. For tasks with _____ level(s) of accomplishment, there may be times that facility 
conditions do not support performance testing at the specified level of 
accomplishment.  If this is the case, the instructor should inform the OJT program 
coordinator.   

a. 4  
b. 3 
c. 2 
d. 1 

8. According to the reference material, OJT guides should not contain copies of facility 
procedures.  Rather, they should reference the appropriate procedures and provide 
the instructor with guidance to enhance the learning process.   

a. True 
b. False 

9. During the Conducting phase of OJT, the instructor explains and demonstrates to 
the trainee how to perform a task and supervises the trainee's practice of the task.  
Instructors should use the "___ Ts" of effective training as they conduct training. 

a. 4  
b. 3 
c. 2 
d. 1 

10. According to the reference material, the instructor should schedule sufficient time to 
allow for trainee practice.  Depending on the difficulty a trainee is having performing 
a task, the instructor may have to schedule additional training and practice at a later 
date.  

a. True 
b. False 
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1. INTRODUCTION

1.1  Purpose

Training programs at facilities should prepare personnel to safely and efficiently operate 
and maintain the facilities in accordance with facility requirements.  This guide presents good 
practices for performance-based on-the-job training and OJT programs.  This guide can be used 
in conjunction with a Training Accreditation Program (TAP) Manual, aTAP 2 Performance-
Based Training Manual, to develop performance-based OJT programs. This guide expands the 
guidance provided in TAP 2.  Contractors may also use this to modify existing OJT programs 
that do not meet performance-based training criteria.

This guide is based on good practices used by a variety of facilities, both within and 
outside of the contractor system.  Good practices are not requirements; they are guidelines that 
contractors should use as they develop and conduct OJT programs

ENGINEERING-PDH.COM 
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2. DEFINITIONS

Exception is the release of an individual from portions of a training program through prior
education, experience, and/or testing.

On-the-Job Training (OJT) is formal training that is conducted and evaluated in the work
environment.

OJT Checklist (Qualification Card/Performance Evaluation Checklist/Practical Factor Card)
is a document issued to an individual which lists training program qualification requirements
for a specific position and which is used to document on-the-job training and performance
evaluation results on a task-by-task basis.  (OJT checklists may also be used to document the
evaluation of theory, equipment, systems, and procedural knowledge.)

OJT Guide (OJT Lesson Plan) is an instructor's document that outlines instructor and trainee
activities, learning objectives, training content, and resources necessary for the consistent
conduct of on-the-job training.

Performance Test is a practical (hands-on) demonstration by the trainee of the knowledge
and skills required to perform a task that is evaluated by a qualified instructor.  Performance
tests may be used to evaluate the competency of any employee (e.g., craft personnel,
radiation workers, facility operators, maintenance personnel, and security personnel).

Performance Test Level of Accomplishment is the level of accomplishing a performance
test where perform (P), simulate (S), observe (O), or discuss (D), are defined as:

P  - Perform the specified task using approved procedures and observing all applicable
safety and administrative requirements.  This includes a thorough discussion (usually
prior to performing the task) that addresses safety implications, the elements
involved, the effects on associated equipment or systems, and abnormal situations
which may arise while performing the task.

S  - Simulate performance of the specified task.  Using approved procedures, "walk
through" the task and simulate all actual manipulations (valves, switches, tools, etc.)
an employee would perform.  Describe applicable safety and administrative
requirements and the parameters (meters, charts, measurements, etc.) an employee
would observe/monitor during actual performance of the task.  Conduct the same
discussion as required for a perform signature.

ENGINEERING-PDH.COM 
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O  - Observe an individual performing the specified task.  Conduct the same discussion as
required for a perform signature.

D  - Discuss the specified task using applicable procedures, piping and instrumentation
drawings, blueprints, etc., including the discussion as required for a perform. 
Demonstrate knowledge of the task by describing the manipulations required and the
parameters that may be expected to change.

Subject Matter Expert (SME) is an individual qualified (or previously qualified) and
experienced in performing a particular task.  A subject matter expert may also be an
individual who by education, training, and/or experience is a recognized expert on a
particular subject, topic, or system.

ENGINEERING-PDH.COM 
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3. OJT PROGRAM DEVELOPMENT

This section of the guide addresses each phase of the Performance-Based Training
(PBT) process.  Where possible, the guide provides specific guidance for OJT and OJT 
programs.  Contractors should use the detailed guidance contained in TAP 2 to identify and 
document PBT requirements that are derived from tasks for each position or job classification.  
Contractors should use TAP 2 and this guide as they construct or modify their performance-
based OJT programs.  In addition, the quality of a facility's OJT programs will be significantly 
enhanced if they involve line management and job incumbents in all aspects of PBT.

OJT is designed to prepare employees for job performance through training and 
performance testing that is conducted by qualified OJT instructors in the actual work 
environment.  It provides practical hands-on experience, and has the advantage of providing 
training on tasks that are of immediate need to the employee.  OJT is limited to those situations 
where it is administratively and physically possible to conduct the training (i.e., where facilities 
are adequate, where OJT can be conducted without significant interference to facility operations, 
and where qualified personnel are available to conduct and manage the OJT Program.)

The ultimate success of any training program requires a strong commitment to training 
by both line organization management and training management.  The concurrence of these 
organizations regarding goals and content of an OJT Program is essential for effective training.  
(Training review/steering groups have been an important link in this process at several facilities.)  
However, the facility's line organization has the ultimate responsibility for the proper training of 
their personnel.

Contractors should maintain accurate records that document the actions and decisions 
made during each OJT program's construction and revision, and serve as the "audit trail." An 
audit trail should be maintained on an ongoing basis throughout the lifetime of each training 
program.  The critical portion of an audit trail is not necessarily the decisions themselves, but the 
rationale that led to making them.

3.1  Analysis Phase

Training requirements can be identified by performing needs analysis, job analysis, and 
task analysis.  Correctly done, these analyses provide assurance that training is appropriate for 
the expected performance, and identify requirements that serve as the basis for the design and 
development of each performance-based OJT program at a DOE nuclear

ENGINEERING-PDH.COM 
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facility.

TAP 2 contains procedures which enable contractors to systematically determine their
training needs, develop and maintain valid task lists, and select tasks to be trained on for 
each position or job classification.
TAP 2 recommends that each validated task list be entered into a Task-to-Training Matrix
which allows training to be tracked for each task.  This enables the systematic revision of
training due to facility and/or procedural changes.

3.2  Design Phase

Design phase activities include among other things the writing of terminal objectives,
the selection of appropriate training settings, the development of a Training/Evaluation
Standard (TES) for each task selected for training, and the writing of a Training
Development and Administrative Guide (which is a management tool for the administration
of an individual training program).  It is during the development of the TES that the bulk of
the tasks are analyzed, enabling objectives written, and decisions made regarding how
training will be conducted and evaluated.

3.2.1  Writing Terminal Objectives

When writing a terminal objective, the training setting must be considered.  The
selected setting should be consistent with the task, but balanced against available resources
and facility constraints.  Guidance on writing learning objectives is contained in TAP 2 and
the DOE Guide to Good Practices for Developing Learning Objectives.

3.2.2  The OJT Setting

Instructional technologists (designers/developers) should be aware of the potential
advantages and disadvantages of OJT when selecting training settings.  Though OJT has its
drawbacks, the advantages normally far outweigh the disadvantages.  By knowing the
advantages and how to mitigate the disadvantages, the instructional technologist can make
better training setting selection decisions.

3.2.2.1  Advantages of the OJT Setting.  Training takes place in the actual work
environment.  This is very significant--the trainee is surrounded with the sights, sounds,
smells, etc., of the job.  Nothing is left to the trainee's imagination.  The instructor
demonstrates the task at the job site using the same tools and/or equipment the trainee will
use to perform the task.  The trainee then practices the task and gains hands-on experience.

ENGINEERING-PDH.COM 
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OJT instructors can tailor their training to meet the needs of each trainee.  This is
possible because the instructor has the option to change the pace, order, depth, and the length
of instruction to allow the trainee to best learn the task.

3.2.2.2  Potential Disadvantages of the OJT Setting.  Not everyone can be an OJT
instructor.  They must be effective communicators and possess technical and training skills to
conduct OJT and evaluate trainee achievement of the learning objectives.  OJT instructors
must also be highly motivated.

In some instances the learning process could be improved or enhanced if the order of
task elements could be changed, but this is usually not possible.  In some cases the instructor
cannot isolate one difficult task element and is unable to provide additional training where
that element can be repeated until acceptable performance is accomplished.

The actual job site may not present the best place for training.  The equipment at the
job site may not be available for a length of time sufficient to conduct OJT.  Training may
have to take a "back seat" to the requirements for production; that is, the equipment may
simply not be available for training due to production goals or commitments.

The cost of OJT may be high.  OJT is usually conducted one-on-one, and this method
of training and performance testing takes a great deal of time.  In some cases, an instructor
can train more than one trainee; however, trainee performance tests should always be done
one-on-one.

Certain equipment may be dangerous in the hands of a trainee, even if closely
supervised.  (A simulator training setting would be a more desirable setting for tasks that fall
in this category.)  There is also a small chance that a trainee may damage equipment in the
process of learning how to operate it.

3.2.3  Training/Evaluation Standard (TES)

A Training/Evaluation Standard is developed for each task selected for training (TAP
2 contains detailed instructions and procedures for the development of a TES).  The TES
specifies elements, criteria, and conditions required for adequate task performance.  Each
TES contains two parts:  a training standard and an evaluation standard.  The training
standard contains the task title and number, the terminal and enabling learning objectives, 
and any applicable references.  The information in the training standard is used to establish
entry-level requirements and forms the basis for training development activities.  The
evaluation standard contains a performance test that includes prerequisites, amplifying 
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Figure 1.  Training/Evaluation Standard.

conditions and standards, and instructions to the trainee and the evaluator.  A performance test
measures the adequacy of a trainee's knowledge and skills on each task.  The evaluation
standard is used to administer a performance test.  It defines the conditions (cues) that signal a
person to perform a specific task, establishes conditions under which actions occur, and
establishes standards that measure knowledge and performance.  Figure 1. depicts the
relationship of a task to a terminal objective to a TES and the output of the TES.  

Instructional technologists should design each evaluation standard so that different instructors
will administer the test consistently.  The test should require actual task performance if
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possible.  The DOE Guide to Good Practices for Design, Development, and Implementation
of Examinations contains detailed guidance for the development of performance tests.

The methods of conducting OJT and the required level of accomplishing performance
testing is determined during the TES development process.  The acceptable level or levels of
accomplishment (perform, simulate, observe, discuss) should be specified in each task's TES. 
Certain tasks should require that a trainee demonstrate achievement of the terminal objective
through actual task performance.  A core of "must perform" tasks that are most
 critical to the job position should be identified by line and training management.  Some
facilities may require those tasks identified as the most critical to be repeated several times for
qualification.

Regardless of the designated performance code, the training and performance testing
an employee receives should lead to qualifying that individual to perform the task.  
Therefore, the majority of tasks should be performance coded as either "perform" or
"simulate."  The "observe" and "discuss" performance codes will probably have very limited
use.  "Observe" and "discuss" are primarily used for knowledge assessments.  Appendix A,
Performance Test Code Guidelines, may be used to help determine the most applicable level
or levels of accomplishment for a given task.

3.2.4  Training Development and Administrative Guide

  TAP 2 recommends that a training development and administrative guide should be
written for each training program.  This is a management tool for administering an individual
training program.  It is used to receive management approval of the program and to guide
development and implementation efforts.  In addition to the items addressed in TAP 2, this
guide should address the following for an on-the-job training program:

OJT program coordinators
OJT instructor selection, training, and evaluation
OJT instructor continuing training
Entry-level testing of trainees to identify necessary remediation required prior to
program entry
Trainee pre-testing for exceptions to portions of the training program
Specific guidance on oral examinations (checkouts) should be provided if oral
examinations are used in the training program
Maintaining records of trainee performance for qualification 
Trainee counseling and remedial action(s) resulting from unsatisfactory performance.

ENGINEERING-PDH.COM 
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3.3  Development Phase

The development phase activities include the writing of training materials, OJT
checklists, qualification standards, and OJT guides.  Additional activities include the selection
and training of OJT instructors.

3.3.1  Training Materials

The specifications generated in the design phase are used to develop an OJT Program
and all required training materials.  Care should be taken to keep OJT materials simple and
usable.  TAP 2 addresses the development of training support materials.

3.3.2  OJT Checklists

OJT checklists (qualification cards) that are specific to an individual OJT program (or
task/duty area qualification if used by the facility) should be developed to document training
and performance testing.  OJT checklists should be based on knowledge and skills required 
by the training and evaluation standards that were written during TES development.  
Required level/levels of accomplishing performance testing should be specified for each task. 
Appendix B contains examples of OJT checklists that are in use at DOE nuclear facilities. 
These examples are provided are only provide to depict two of the possible OJT Checklist
formats, they do not incorporate all of the good practices suggested by this section of the
Guide.

While many options exist for the format of an OJT checklist, only two general 
formats will be presented in this Guide.  The first, and probably the most common, is simply 
a list all of the tasks required for qualification and the required level/levels of performance 
test accomplishment.  (The Reactor Area Practical Factors Card in Appendix B is an example
of this format.)  In this case the OJT checklist is used as a signature record card to document
the performance testing for each task.  It is recommended that the completion of training for
each task should also be documented on the OJT checklist.  An OJT checklist should
reference the OJT guides used to conduct the training and the evaluation standards used to
conduct the performance tests.  The OJT checklist depicted as format number one (Figure 2.)
is simply a list of all program/position tasks and a reference list of OJT guides and 
evaluation standards.

A second format used by some facilities includes each task's evaluation standard as a
part of the OJT checklist, it may also contain each task's OJT guide as a part of the OJT
checklist.  (The Berthold Hand/Foot Monitor "OJT Guide/PEC" in Appendix B is an 
example of this format.)  This format, depicted as format number two (Figure 3.), usually 
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Figure 2.  OJT Checklist (format number one).

Figure 3.  OJT Checklist (format number two).

results in a much larger OJT checklist.  If a facility qualifies trainees on a duty area or a task
basis, this approach may be workable.  If the trainee must be trained and performance tested
on a number of tasks to become qualified, then format number one is usually the best. 
Whichever format is used, the trainee's name should appear on any page signed by the
instructor.

The use of an OJT checklist that has two instructor signatures for each task helps to
ensure that OJT is conducted and evaluated as a two-part process; the trainee is taught the task
using an OJT guide and is then performance-tested using the evaluation standard.

ENGINEERING-PDH.COM 
| PRJ-126 | 



DOE-STD-1012-92

12

  OJT checklists may contain tasks that have both "simulate" and "perform" specified
as the acceptable levels of accomplishment.  At the time of conducting the OJT and/or the
performance test, the OJT instructor should select the highest level of accomplishment that is
supported by facility conditions.  The OJT guide and the evaluation standard for a task that
has multiple levels of accomplishment should be written to support the training and the
evaluation at either level of accomplishment.

For tasks with a single level of accomplishment, there may be times that facility
conditions do not support performance testing at the specified level of accomplishment.  If 
this is the case, the instructor should inform the OJT program coordinator.  The program
coordinator may then reschedule the performance test or, with management's documented
concurrence, the specific level of performance test accomplishment may be lowered.  This
documented concurrence should be attached to, and become a permanent part of, the 
trainee's OJT checklist.  The downgrading of training and/or performance testing must be 
fully documented, or the credibility of a training program may be questionable.

3.3.3  Qualification Standards

Qualification standards are documents that contain the knowledge and skill
requirements necessary for the successful completion of a training program.  A qualification
standard should provide explicit guidance to the instructor and to the trainee to aid in the
preparation for and the consistent administration of performance tests.  A qualification
standard should include all program-specific evaluation standards to be used during
performance testing.

Facilities that qualify employees on a task basis need not develop a qualification
standard.  In this case, the OJT instructor and the trainee only need the task's evaluation
standard.

A qualification standard should be prepared consistent with the program's OJT guides
and evaluation standards.  It should list the specific procedures and training resource 
materials required for each task (e.g., operating procedure xxx, system descriptions,
fundamentals text).  The qualification standard may also include reading assignments, self-
study requirements, study questions, problem analysis exercises, figures and diagrams, and
amplifying information.  The qualification standard should not include copies of facility
procedures or training manuals/materials; it should instead reference these resources.  A
qualification standard is depicted in Figure 4. to illustrate the inputs to this document.

Trainees in an OJT program that requires self-study should find the qualification
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Figure 4.  Qualification Standard.

standard a very useful document.  It provides them with information on what to study, where
this information may be found, and guidance on what they need to learn (i.e., when to stop
studying).

A qualification standard should contain a section that provides a trainee entering an
OJT program with information on how that specific program operates, what will be expected
of him/her, and how/where to obtain training-related help.  It should provide the trainee with
information regarding the use of the OJT checklist and how to use the qualification standard. 
This section of the qualification standard should also address: 

Facility restrictions on unsupervised trainee operation of facility equipment/systems
Guidelines on self-study
Guidelines on improving listening habits
Established goals and how trainee progress will be tracked
How the trainee interacts with the OJT program coordinator
How to prepare for performance tests
Comprehensive testing/evaluation required at the program's completion.

ENGINEERING-PDH.COM 
| PRJ-126 | 



TES

Training Standard

OJT Guide
________________

  Learning Objectives
  Training Content
  Instructor Activities
  Trainee Activities
  Resources

DOE-STD-1012-92

14

Figure 5.  OJT Guide.

3.3.4  OJT Guides

Performance-based training programs should require the use of OJT guides to ensure
consistent delivery of training.  An OJT Guide is a document that outlines instructor and
trainee activities, learning objectives, training content, and the resources (equipment, 
material, etc.) necessary for the consistent conduct of training.  The contents of an OJT 
guide for a specific task should be based on the training standard portion of the TES.  An 
OJT guide should identify trainee prerequisites, learning activities, training equipment, and
materials needed for training and specific guidance for their use.  OJT guides also provide
specific direction to the instructor for guiding the learning process.  The relationship of an
OJT guide to the TES and the OJT guide's content is depicted in Figure 5.

Some may question the necessity of OJT guides for on-the-job training.  However, 
one of the most frequently asked questions is "How can we ensure consistent training from
one instructor to the next?"  One way to ensure this is by the use of the OJT guide.  It may 
be a part of the OJT checklist or a stand-alone document; in either case it should reference 
the specific task it supports and should be organized and formatted to enhance the one-on-one
learning process.
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OJT guides should not contain copies of facility procedures.  Rather, they should
reference the appropriate procedures and provide the instructor with guidance to enhance the
learning process.  This practice helps ensure that the system/facility is operated only with
approved procedures (which adds realism to the training), rather than with training materials,
and will minimize revisions to the OJT guide as facility procedures are revised.

OJT guides should be prepared by instructional technologists with the assistance of the
OJT instructor serving as the subject matter expert (SME).    They should be reviewed by an
additional SME who was not directly involved in their development, and should be approved
prior to use by supervisory members of the training staff and the work group for which the
training was developed.

There are numerous factors which can have a significant influence on a trainee's
learning and motivation during the OJT process.  Instructional technologists should use these
factors as they develop OJT guides.  Appendix C discusses learning and motivation as they
apply to OJT.

There are many OJT guide formats that could be successfully used for on-the-job
training.  They normally consist of a cover page, a body, and a conclusion.

The cover page should provide the instructor with the following information:

Task title, number, and estimated time to complete the training
Tools, materials, equipment, and references required
Safety precautions and procedural limitations
Reference to relevant facility procedures, facility conditions, and whose permission is
required
Terminal and enabling objectives
Trainee prerequisites
Notes to the instructor--guidance/suggestions
OJT guide review and approval signature(s).

The body is the blueprint for the instructional process and is comprised of the
following major sections:

Introduction
Explanation
Demonstration
Practice under supervision.

ENGINEERING-PDH.COM 
| PRJ-126 | 



DOE-STD-1012-92

16

The conclusion of the training is comprised of the following elements:

Summary
Additional motivation
Documentation of Training.

3.3.5  Instructor Selection and Training

The credibility of a training program (and OJT programs in particular) depends on the
quality of the instructors.  OJT instructors should be qualified to deliver on-the-job training
and/or conduct performance tests.  The selection of OJT instructors is for each facility's line
and training management;  however, recommended first choices for OJT instructors are the
first-line supervisor and senior job incumbents.  OJT instructors should be trained and
qualified in accordance with the guidance recommended in the DOE Guide to Good Practices
for Training and Qualification of Instructors.

Several factors should be considered when selecting personnel to become OJT
instructors.  OJT instructors should be technically competent.  They should have the skills
necessary to train and evaluate assigned trainees.  Another (and possibly the most important)
instructor quality is the desire to teach others.  Additional factors to be considered when
selecting OJT instructors include recognition of responsibilities, professionalism, maturity,
judgment, integrity, safety awareness, communication skills, personal standards of
performance, and a commitment to quality.

The options normally available for selecting OJT instructors are the first-line
supervisors and senior job incumbents or an instructor from the training department.  The
supervisors and job incumbents are usually SMEs who supervise or perform the job.  As 
such, they have first-hand knowledge of the job.  An instructor from training may well be an
expert on training but will typically not be as knowledgeable or proficient about the specifics
of the job as a supervisor or senior incumbent in the job.  In these two situations it is usually
better to train the supervisor or senior incumbent to be an effective instructor than to train 
the instructor to be a job expert.  When OJT is conducted and evaluated using actual facility
equipment, the instructor must be qualified to perform the task.

OJT instructors should receive instructor training in advance to allow sufficient time 
to develop instructor competency prior to working with trainees.  When instructors have not
yet attained the required instructional qualifications or only instruct occasionally, training
quality may be maintained through mock training exercises and appropriate supervision and
assistance.
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All OJT instructors should be given the opportunity to enhance their technical
competency and instructional skills.  Continuing training that is based on periodic instructor
performance evaluations should be provided to all qualified instructors.  Instructor 
evaluations should include direct observation by a training supervisor during training 
sessions, and should address technical competency, instructor skills, and overall effectiveness
in facilitating the trainee's achievement of the learning objectives.  Both announced and
unannounced evaluations are appropriate.

3.4  Implementation Phase

Implementation phase activities for an OJT program include implementing the OJT
program's Training Development and Administrative Guide, implementing the OJT program,
conducting in-training evaluations, and maintaining training records.

3.4.1  Implementation of the Training Development and Administrative Guide

A Training Development and Administrative Guide is a management tool for the
administration of an individual training program.  For an OJT program this guide should also
address the selection and responsibilities of the OJT program coordinator.

3.4.1.1  OJT Program Coordinator.  Each OJT program at a DOE facility may 
have many instructors for training and performance testing.  However, one person from the
line organization staff or the training department staff should be designated as an OJT
program coordinator.  An OJT program coordinator may have responsibility for one or more
OJT programs.  The duties of an OJT program coordinator should include:

Issuing OJT checklists and qualification standards
Tailoring an OJT program to an individual trainee
Providing the trainee with a list of instructors qualified to conduct the OJT and/or
performance testing
Providing assistance to instructors and trainees
Tracking trainee progress and setting target dates to reach qualification
milestones/goals
Ensuring proper documentation of training and performance tests
Providing program feedback by evaluating the effectiveness of program materials and
instructors
Scheduling training to take advantage of unusual or infrequent job-related activities
Counseling and assigning remedial training as a result of unsatisfactory performance
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Maintaining communication with the instructor(s) regarding the OJT program and the
qualification progress of individual trainees.

3.4.2  Implementation of the OJT Program

Implementing an OJT program involves evaluating entry-level knowledge and skills,
tailoring the program to the individual trainee, providing the trainee with an overview of the
OJT program, preparing instructors, delivering the training, and evaluating trainees.

DOE contractors should evaluate the knowledge and skills of trainees entering an OJT
program.  Evaluation is used to determine if they meet the entry-level requirements for that
specific OJT program and to identify necessary remediation prior to program entry.

An advantage of a formal OJT program is the ability to tailor it to the individual
trainee to provide the training that is actually required.  Personnel previously qualified at 
other facilities who have satisfactorily completed training programs with comparable content
and performance standards may be granted an exception from portions of training on a
case-by-case basis.  Exception from training should be based on a review of their previous
training records, personal interviews, and may include a pre-test based on the objectives 
stated for the training program.  Pre-tests readily support exceptions from training when the
trainee can demonstrate mastery of specific learning objectives.  (The pre-test results of many
trainees may provide useful data to justify modification of an OJT program based on 
common strengths and weaknesses.)  All exceptions granted should include written
justification and appropriate line and training management approval.

When the trainees have entered the OJT program, they need to learn how that program
operates and what will be expected of them.  They should be provided with an OJT checklist,
a Qualification Standard, and other supporting self-study materials.

It is important to remember that OJT consists of two separate and distinct parts
(phases); training and evaluation.  Section 4 of this guide contains detailed information on
conducting on-the-job training and Section 5 contains detailed information on evaluating
performance.

Key factors in successful OJT instruction and performance testing are as follows:

The learning objectives should be clearly understood by the instructor and the trainee
The standards for successful completion of the training should be clearly understood
by both the instructor and the trainee
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The instructor should have the knowledge and the ability to instruct and evaluate the
trainee in accordance with the learning objectives and the performance test
The training and the performance tests should be documented to meet training record
requirements and to provide feedback to the training program.

3.4.3  Conduct of In-Training Evaluations

In-training evaluations are necessary to provide data which will be used in the
evaluation phase of the PBT process.  In-training evaluations usually consist of:

Instructor critique of training
Trainee critique of training
Trainee performance data (pre-tests, progress, and post-tests)
OJT program coordinator's evaluation of instructor and trainee performance.

3.4.4  Training Records

Auditable records of each individual's participation and performance in, or
exception(s) granted from, the training program(s) should be maintained.  Individual training
records should include the following (as appropriate):

Verified education, experience, employment history, and most recent health evaluation
summary
Training programs completed and qualification(s) achieved
Latest completed checklists, graded written examinations (with answers corrected as
necessary or examination keys) and operational evaluations used for qualification (this
requires controlled access to training records to maintain examination security)
Lists of questions asked and the examiners's overall evaluation of responses on oral
examinations
Correspondence relating to exceptions granted to training requirements (including
justification and approval)
Records of qualification for one-time-only special tests or operations
Attendance records for required training courses or sessions.

A historical record that documents initial qualifications on each position qualified
should be maintained as part of individual training records.  For example, if an individual
initially qualified in 1986, the record should contain the date and name of the qualification.  
If more than one qualification is achieved and maintained, the individual training record 
should contain documentation to that effect.
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For presently held qualification(s), the completed examinations, completed checklists,
completed operational evaluations, etc., should be maintained in the record.  (Some facilities
may prefer to maintain a separate file of completed examinations with answer keys for each
individual.)  When an individual holds qualification on multiple positions, records that 
support current qualifications for each position should be maintained.  Duty area or task
qualification should be documented using a similar method (for facilities/positions that use
duty area or task qualification instead of position qualification).  Supervisors should have
access to qualification records, as necessary, to support the assignment of work to qualified
personnel.

Upon requalification, records that supported the previous technical qualification may
be removed from the record and replaced with the information documenting present
qualification.  Superseded information should be handled in accordance with procedures
contained in DOE Order 1324.2A, "Records Disposition."

In addition, records of the OJT programs (which should include an audit trail
documenting the development of and modifications to each program) and evaluations of the
effectiveness of those programs should also be maintained.

3.5  Evaluation Phase

The evaluation phase of performance-based training takes place to determine the
effectiveness of training programs and to identify program changes that may be required. 
TAP 2 contains detailed information and example forms that may be used to conduct this
component of the PBT process.  Line management should also be actively involved in the
evaluation of an OJT program's effectiveness.  Line management's observation of facility
activities that reflect improving or declining job quality and efficiency are a very important
source of feedback for an OJT program.

An OJT program's content should be continuously monitored and revised as a result 
of changes affecting policies and/or procedures, system or component design, job
requirements, regulatory requirements, and industry guidelines or commitments.  Facility and
industry operating, maintenance, and safety experiences should be monitored to identify
employee performance problems.

If training related employee performance problems exist, the solution may involve
revision of existing materials or repeating portions of the analysis, design, and development
activities.  Because of the work and cost involved, the decision to modify the training 
program should first be based on safety considerations and then on a cost versus benefit 
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basis.  In some cases, problems uncovered during evaluation are serious enough to warrant
immediate changes to the OJT program.  In other cases, the problems should be documented
(the audit trail) and implemented during routinely scheduled revision.  To ensure that
programs remain effective and efficient, management's full concurrence on all programmatic
changes should be required.
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4. CONDUCTING OJT

During this phase of OJT, the instructor explains and demonstrates to the trainee how
to perform a task and supervises the trainee's practice of the task.  This phase of the OJT
process is separate and distinct from the evaluation phase of OJT.

Instructors should use the "Three Ts" of effective training as they conduct training. 
The first "T" is "tell them what you are going to tell them," the second is "tell them," and 
the third is to "tell them what you told them."  Use of the three Ts helps to ensure effective
on-the-job training.

The primary instructional method used in the on-the-job training setting is the
demonstration-performance method.  In this method, the instructor tells and shows the trainee
how to perform the task.  The shop foreman teaches the apprentice almost entirely by some
version of this method, and the flight instructor uses it to teach flying skills.  The instructor
explains and demonstrates the particular task to the trainee and then coaches while the trainee
practices the task.  This method is based on the principle that trainees learn best by doing. 
During the practice under supervision the instructor points out errors and helps the trainee
improve techniques or eliminate errors in performance.  Following the training and any
additional practice as necessary, the trainee is evaluated using a performance test.

When conducting OJT, the instructor should prepare for task performance, introduce
it, explain it, demonstrate it, and then coach the trainee as he/she performs the task.  The
trainee is allowed repeated practice to achieve the terminal objective.  When a trainee has
satisfied the objectives, the instructor concludes the training and documents it on the trainee's
OJT checklist.

4.1  Preparation Step

Instructors should adequately prepare prior to conducting OJT to ensure consistent and
effective training.  A major portion of preparation should be a review of the OJT Guide.  This
should concentrate on the equipment and/or tools required, expected trainee preparations,
training reference materials, safety precautions, and may include a review of the factors that
influence trainee learning and motivation.  (Refer to Appendix C for the 
factors of learning and motivation.)  The instructor should review the procedures referenced
by the OJT guide and prepare the job site and ensure that all necessary tools, materials, and
procedures are available.  The instructor should ensure that sufficient time for the training  
has been scheduled.

ENGINEERING-PDH.COM 
| PRJ-126 | 



DOE-STD-1012-92

24

4.2  Introduction Step

The instructor needs to put the trainee at ease.  It is natural for a trainee to be
somewhat nervous at first, especially if this is the first contact with the instructor.  Time 
spent putting the trainee at ease will normally be time well spent.  A relaxed trainee will be
much more receptive to the OJT process.

The instructor should motivate or arouse the trainee's interest in the training session. 
The better the instructor performs this task, the more successful training will be.   An adult
likes to see a direct link between his/her job and the skills and knowledge presented during
the training.  To help to establish this link, the trainee needs answers to the following
questions:

What's in it for me (WIIFM)?
Why do I need to learn this?
When will I use this information?
How will I use this information?

The trainee should understand the terminal and enabling learning objectives.  The
instructor should state and discuss the objectives with the trainee to ensure that the trainee
understands the required performance, how well it should be performed, and under what
conditions.

The instructor should provide the trainee with the first "T" of effective training, "tell
them what you are going to tell them."  The instructor should present an overview of the 
task that stresses not only what will be learned, but how it will be presented.  This process
may also help to tie this training into previous or future training.  The instructor should make
sure the trainee understands that he/she can ask questions anytime during the training.  The
overview should be brief and stress safety measures and compliance to procedures.

The instructor should continue to stress safety while establishing the "ground rules"
regarding how he/she intends to conduct the training.  Explain under what circumstances you
will interrupt to demonstrate if needed and under what circumstances you will stop the
evolution if personnel or equipment safety concerns arise.  The instructor should stress that
while performing OJT, facility procedures (administrative, operations, maintenance,
radiological, etc.) will be adhered to at all times.  These include procedural compliance
requirements, industrial safety, lockout and tagout requirements, etc.

The instructor should find out what the trainee already knows about the particular job
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or task.  The instructor should then tailor the training based on a combination of the trainee's
experience, education, and training completed to date.  By briefly reviewing what the trainee
knows and then progressing to new material, the risk of losing the trainee's attention will be
minimized.

The instructor should do his/her best to minimize interruptions during the training
process.  The presence of co-workers at the training site is a problem because the trainee
needs to be able to practice, make errors, and receive corrective instruction without personal
embarrassment.  Although elimination of all co-workers from the vicinity of the training is
difficult or impossible, some degree of privacy is needed.

The last step in the introduction is to express confidence that the trainee will learn to
perform the task quickly and well.  You want the trainee to begin the training with a feeling of
confidence and a desire to meet the challenge.

4.3  Explanation Step

With a simple task the instructor may combine the explanation and demonstration
steps of OJT.  With a complicated or hazardous task, however, it is usually better if the
instructor separates these two steps.

The instructor tells the trainee how to perform the task, the second "T" of effective
training.  The instructor should clearly describe the action(s) the trainee is expected to
perform.  An important consideration in this step is the language used.  Instructors should
speak on a level the trainee understands and fully explain technical terms.

The instructor should stress key points and critical steps during the explanation of the
knowledge and skills required to perform a task.  This helps the trainee differentiate between
the important (critical) and the not-so-important information.  The instructor should make full
use of being at the job site to explain the task and bring to the trainee's attention any cues 
and or stimuli related to the task.  The instructor should explain why and in what order
procedural steps or task elements are done to reinforce learning and should stress safety by
his/her words and actions.

An effective explanation requires two way communication between the instructor and
the trainee.  The instructor should ask the trainee questions to verify comprehension during
the explanation and should be patient and willing to explain something as many times as
necessary.  The instructor should answer any questions the trainee asks.
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Most skills lend themselves to a sequential pattern where the instructor explains the
skill in the same order in which it is performed.  When the instructor can relate material to
what a trainee already knows, the known-to-unknown strategy may be used effectively.  
When teaching more than one skill, the simple-to-complex strategy works well.  By starting
with the simplest skill, trainees build confidence and are less likely to become frustrated 
when faced with more complex skills.  The instructor should not describe short cuts or
unapproved alternative methods of performing a task.  The instructor shouldn't try to impress
the trainee with his/her knowledge, because performance-based training should be trainee
centered.

4.4  Demonstration Step

During the demonstration step the instructor shows and explains to the trainee how to
perform the task.  The instructor may demonstrate the complete task and then expect the
trainee to perform it or they may do the demonstration and practice steps together on an
element-by-element-basis.  A well written OJT guide should provide the necessary guidance 
to the instructor regarding the most effective techniques to use.

It is important that the instructor demonstrate the skill correctly and safely the first
time.  If the instructor demonstrates a skill incorrectly, the instructor's credibility is reduced
and the trainee will have to "unlearn" the incorrectly presented material before he/she can
learn it correctly.  The instructor should stress safety and compliance with facility 
procedures, and the best way to do this is by his/her own personal actions.  Since the trainee
generally imitates the instructor's performance, the instructor should demonstrate the task
exactly the way the trainee should perform it.  The instructor should ask the trainee frequent
questions and explain or  demonstrate task elements again as necessary.  The instructor 
should proceed slowly and continue the demonstration only after it is clear that the trainee
understands.

4.5  Practice Under Supervision

The instructor should closely supervise the trainee's initial practice to ensure safe and
correct task performance.  An effective method of conducting the practice step is to have the
trainee talk through the operation and demonstrate the main steps and key points of the task. 
During the practice session, the instructor should ask the trainee questions as to what is being
done, why it is done, and what indications they are looking for.  The trainee should practice 
at his/her own pace without unnecessary interruption or too much instructor assistance.  As
the trainee gains proficiency, the instructor should reduce or fade his/her coaching.  
However, the instructor should never hesitate to stop the trainee if a mistake can be 
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prevented or has been made.  The instructor should correct improper actions without 
belittling the individual.  The trainee will usually know what he/she did wrong, and very 
little correction should be necessary.  The instructor should be patient and provide positive
comments on the trainee's initial efforts.

The instructor should schedule sufficient time to allow for trainee practice.  
Depending on the difficulty a trainee is having performing a task, the instructor may have to
schedule additional training and practice at a later date.  The time to identify and correct
errors is during the training rather than the performance test.

The OJT guide should specify the degree of supervision that is required when the
trainee practices under supervision.  Facility procedures and the degree of hazard or
complexity of the task should be the overriding factor in this requirement.  In both of the
following cases the instructor supervises the trainee, but the degree of supervision is
different:

Controlled--The instructor closely supervises the trainee.  The trainee works at his/her
own pace but the instructor is always ready to stop him/her to prevent or correct
mistakes
Independent--The instructor allows the trainee to practice the task at his/her own pace
following the demonstration.  This method has limited usefulness for facility operators
but may work quite well in a shop or laboratory environment.  The instructor closely
supervises the trainee the first time he/she practices the task and then allows the trainee
to practice independently, periodically checking and coaching as necessary.

Regardless of the method used, the end result should be sufficient trainee practice to
develop proficiency in task performance (i.e., performance satisfies the learning objectives).

4.6  Conclusion

The conclusion of the training phase of OJT usually consists of three important
elements.  The first element is a summary of the training and is the last "T" of effective
training, "tell them what you told them."  The summary consists of a review of the learning
objectives and the task steps.  The instructor should make positive comments and praise what
the trainee did well.  This should be done even during review of an area in which the trainee
had difficulty.  However, it is equally important to discuss the areas in which the trainee had
difficulty, because suggestions for ways to improve specific difficulties is also important
feedback.
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The second element is to provide additional motivation for the trainee.  Reinforce 
how this training will help him/her perform on-the-job and discuss how it relates to previous
and future training.

The last element is to document the training.  Facility training procedures should
specify how the instructor documents completion of training.  One method is to document the
training on the individual's OJT checklist.  Each task has two signatures:  one to document
completion of training, the other to document the performance testing.

4.7  Common Training Errors

OJT instructors are sometimes ineffective in their role as trainers for a variety of
reasons.  This section contains common errors that OJT instructors sometimes commit.

Trying to Teach Too Much--No one can really learn a very complex task all at once. 
Rather, people should be taught elements of the task (enabling objectives) and develop skills
in doing those elements before they are taught the total operation.  In short, don't try to 
teach a complex task as a complete unit.  Break the task into understandable parts.

Attempting to Teach the Individual Too Fast--Another common error is attempting to
teach the task too rapidly.  This forces the trainee to perform a task when he/she is not 
ready.  Many instructors feel that training can sometimes be done more rapidly than it can. 
This usually happens when they are very familiar with the task and feel it's easy to 
accomplish.

Lack of an Overview--A third common error is to skip the overview during the
introduction.  OJT instructors sometimes commit this error because they know the job very
well, and feel the trainee should be able to "follow" their explanation and demonstration
without the first "T" of effective training.

Failure to Recognize Individual Differences in Trainees--Every trainee is different. 
Some trainees learn more quickly and easily than others because people vary in their working
knowledge and skills (mental and/or physical dexterity, visual acuity).  Learning speed is a
function of both mental and physical skills.  Effective instructors adapt their training styles to
the individual differences and capabilities of their trainees.

Failure to Provide Practice Time--Being proficient at anything requires practice. 
There is no such thing as a natural born athlete or skilled mechanic.  All tasks which require
mental and physical skills require some practice.  Olympic athletes train every day and 
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skilled mechanics apply their skills daily.  The point to recognize here is that there is a
difference between knowing how to perform a task and being proficient at performing it.  The
instructor should give the trainee time to practice to develop proficiency before evaluating the
trainee's performance.

Failure to Show the Trainee the Overall Objective--The trainee should understand how
the job fits into the line organization.  The instructor should tell the trainee the importance of
and how his/her products or services will be used.

Failure to Give Reinforcement--Providing positive reinforcement of a trainee's efforts
is an effective motivational practice.  It is usually not enough for an individual simply to be
motivated to try a job.  Without some kind of reinforcement for learning, people find it very
difficult to sustain a high level of motivation.

The reinforcement or encouragement given to the trainee need not be in a tangible
form (promotion, pay raise, bonus).  Intangible rewards are also meaningful.  Vocal
encouragement and praise in front of others have positive benefits in encouraging a person.  
If a trainee can develop a feeling of personal progress and accomplishment on the job or the
mastering of a skill, he/she will usually be highly motivated.  Reinforcement of both tangible
and intangible values tend to work together far more effectively than either kind does
independently.

Some instructors feel that an important part of the reinforcement process is
punishment.  They feel that they should reward the trainee for success and punish the trainee
otherwise.  Experience has shown that positive reinforcement works, but that punishment will
usually compound a trainee's difficulties.  Effective instructors normally give deserved praise
and other positive reinforcement to the trainee in the presence of others.  Punishment should
be avoided unless it is absolutely justified and then given tactfully in private.

Intimidation of Trainees--Some instructors may be ineffective as trainers because they
intimidate trainees.  They can do this in a variety of ways.  Some use their position over the
trainee in an effort to enhance their own ego.  Others, by their behavior and attitude, do it
unwittingly and unknowingly.  Yet others feel that being very demanding is a good training
practice.  They may have good intentions but end up intimidating trainees.

Recognizing that an instructor is intimidating trainees is often difficult.  Evaluation
(reaction) forms should be provided to trainees in an OJT program.  The OJT program
coordinator or a line/training supervisor should review these forms and conduct periodic 
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evaluations of OJT instructors.  They should be able to determine if intimidation is taking
place, and if necessary, counsel the instructor in ways to eliminate it.

ENGINEERING-PDH.COM 
| PRJ-126 | 



DOE-STD-1012-92

31

5. EVALUATING PERFORMANCE

During the evaluation phase of OJT the instructor (evaluator) administers a
performance test.  The purpose of a performance test is to ssess the trainee's performance
against predetermined performance standards.  The evaluation phase of OJT should be
separate and distinct from the training phase of OJT.  During the evaluation phase of OJT, 
the instructor tests the trainee; the time for instruction has ended.

5.1  Performance Testing

A performance test (sometimes called a practical factor) is a practical hands-on
demonstration by the trainee of the knowledge and skills required to perform a task. 
Performance tests should be given and evaluated by qualified OJT instructors.  The instructor
uses an Evaluation Standard from a TES to determine if the trainee has the knowledge and
skills to perform the task.  A performance test should consist of assessments of knowledge
and skill.  A trainee's knowledge may be assessed prior to, during, or following task
completion.  It is suggested that safety related questions should be asked prior task
performance, a limited number of questions may be asked during the performance test if they
will not distract the trainee from the task's performance, with the remaining questions asked
following task completion.

The trainee is performance tested following the completion of training and any
additional practice necessary to develop proficiency.  Just as in the training phase of OJT, 
the evaluation phase consists of several distinct steps.  To conduct a performance test the
trainee and the instructor should prepare for the test.  The instructor should then brief the
trainee, conduct the performance test, debrief the trainee, and document the performance 
test.

5.1.1  Preparing for a Performance Test

5.1.1.1  Trainee Preparation.  The trainee should review the evaluation standard and
the OJT checklist to determine the required level of accomplishment.  If there has been a 
time lag between the completion of training and the scheduled performance test, the trainee
should study and/or practice the task under an OJT instructor's supervision to help ensure the
maintenance of competency.  The trainee should check to confirm the scheduled evaluation
time, review safety requirements, and obtain any necessary safety equipment.

5.1.1.2  Instructor Preparation.  The instructor should confirm scheduled evaluation
time with the trainee and verify that the trainee has completed all prerequisite training.  The

ENGINEERING-PDH.COM 
| PRJ-126 | 



DOE-STD-1012-92

32

instructor should prepare for the performance test by reviewing the materials that will be 
used for the performance test (the OJT checklist, the evaluation standard for the task, and the
procedure).  If time permits, the instructor may want to walk through the task to ensure he/she
is current on task specifics.

The instructor should ensure that required facilities, equipment, personnel, materials,
etc., will be available at the scheduled time, and that facility operations will not be adversely
impacted by the level of accomplishment specified for the performance test.

5.1.2  Briefing the Trainee

Prior to conducting a performance test the instructor should provide the trainee with an
overview of the performance testing process and explicit instructions (ground rules).  That is,
the instructor should provide clear and complete instructions as to what the trainee is allowed
to do.  The instructor should explain under what circumstances he/she will stop the trainee
(such as danger to personnel or equipment).

The instructor should review the evaluation standard with the trainee and explain the
standards of acceptable performance.  The instructor should tell the trainee that any answer 
or action that would place personnel, the facility, or system in danger is an immediate failure
of the performance test regardless of the acceptability of other responses.

5.1.3  Conducting the Performance Test

A performance test is not an instructional process.  The intent is to evaluate the
trainee's skills and knowledge.  To prevent performance test compromise, the instructor
should not coach or prompt the trainee by giving hints, by asking leading questions, or by
his/her actions.  If a task requires the trainee to go to a location, the instructor should not 
lead the way.  If the evaluation standard references a procedure, that procedure should be
available to the trainee during the test but should not be handed to the trainee by the
instructor.  Part of the performance test is to assess the trainee's use of procedures and
understanding of their importance.  A procedure prompt by the instructor would be a method
of coaching.

With most tasks, the instructor should be able to determine if the trainee is 
performing the task correctly by observing and comparing the trainee's actions to the
evaluation standard and the procedure.  The instructor should evaluate if the trainee can:

Obtain the needed reference material and tools without difficulty?
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Use the references and tools correctly and in the proper sequence?
Observe applicable facility safety rules when performing the task?
Manipulate the equipment in a deliberate and timely manner?
Recognize equipment status (such as, does he/she recognize when a valve is open or a
pump is running)?

Usually it is not enough for employees to only possess the skills to operate a tool, a
component, or a system.  Knowledge of the underlying theory/principles of operation,
interactions with other systems, and what to do if the equipment or system doesn't operate
properly should also be required.  To assess a trainees knowledge, the instructor must ask
questions to verify the trainee's understanding of the task; however, the instructor should not
ask questions to distract the trainee.  All questions asked during a performance test should be
related to the task's terminal and enabling learning objectives.  The instructor should start 
with the easier questions that are associated with the task.  This technique tends to build
confidence and puts the trainee at ease.  The instructor may then progress to more
thought-provoking questions.  The instructor may also ask the trainee to "talk through" the
task as he/she performs it.  This technique significantly reduces the number of questions the
instructor needs to ask and has the added benefit of allowing the instructor to stop the trainee
before he/she makes a serious mistake.  The questions used to assess a trainee's knowledge
may be written in the evaluation standard (preferred method) or generated by the instructor
during the performance test.  If required by facility procedures or if compromise of the
questions written into the evaluation standard is a concern, approved questions may be
maintained in a question and answer bank and inserted into appropriate sections of the
evaluation standard prior to conducting a performance test.

Benefits of developing written questions for the instructor to ask as a part of the
performance test include standardizing the knowledge assessment portion of the performance
test, and minimizing the diversion of the instructors attention from the trainee's answer (the
instructor may be thinking about what to ask next while the trainee is answering the current
question).  Wrong responses may then go unnoticed, thus reinforcing in the trainee's mind 
that what he/she said was correct when, in fact, it was not.  The questions asked during the
performance test should test understanding and judgment as well as factual knowledge.

If the evaluation standard was developed with detailed questions and answers built into
it, the instructor should be able to select appropriate questions to spot-check the trainee's
knowledge.  Questions asked by the instructor during the performance test need not be
restricted to those stated verbatim in the evaluation standard.  The instructor may rephrase or
expand them as appropriate.  The instructor should also keep in mind that the trainee's 
answer will usually not be a verbatim answer.  The instructor should record on the 
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evaluation standard whether the trainee's response was satisfactory or unsatisfactory, and if
unsatisfactory, the given response.

If questions are not included as a part of the evaluation standard, the instructor should
ask questions to assess knowledge and record them as previously described.

The instructor has the option of asking several different types of questions during the
performance test.  (This applies equally well to the instructional technologist developing
questions as part of an evaluation standard or to the instructor who is administering a
performance test that was developed without questions.)  The two most common question
types are the open-ended question and the closed-ended question.  A good mix of these two
types of questions should provide the instructor with enough information to determine
whether or not the trainee has adequate knowledge.

The open-ended question places the burden of conversation on the trainee and gives
the instructor time to analyze what the trainee is saying.  It reduces the total number of
questions asked.  It is very useful when starting a line of questioning in a new subject area. 
Open-ended questions also minimize the trainee's use of "key words and tricky phrases" by
reducing the chance of a pat answer straight from the text book.  The following are two
examples of open-ended questions:

Describe the procedure for starting the recirculation pump
Explain how other systems are affected by performing this task.

Closed-ended questions are specific questions that are often answered with only one 
or two words (e.g., Yes, No, Open, Closed, 150 psig).  They may be used to clarify a
statement the trainee made in response to an open-ended question.  Closed-ended questions
place the burden of conversation on the instructor in that he/she spends much more time
thinking of and stating the question than it takes the trainee to answer it.  The following are
two examples of closed-ended questions:

Is there a danger of electrical shock while working on an energized motor controller?
What indications of a loss of pump prime are available to you at this control panel?

The instructor's use of leading questions should be minimized or avoided altogether. 
In a leading question the instructor gives the trainee a partial answer and expects the trainee 
to complete it, or gives the complete answer and expects the trainee to agree or disagree with
it.  The trainee will usually say whatever he/she thinks the instructor wants to hear.
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All questions asked during a performance test should relate to the evaluation standard. 
Questions asked during a performance test may include theory, system equipment, and a
discussion of routine and/or emergency procedures.  Most facilities require the trainee to
memorize the immediate actions of an emergency procedure and expect the trainee to be able
to rapidly locate the supplementary or follow-up actions in the procedures.  In many 
instances an employee in the trainee's job classification does not perform all of the steps in a
procedure.  The instructor should ask why the trainee does not perform these procedural steps,
who does, how the actions of others affect the task, and how he/she would know when to
continue with his/her part of the procedure.

The trainee may answer a question incorrectly during the course of a performance 
test.  The instructor's response to the wrong answer should be as neutral as possible.  The
instructor may rephrase the question and if the trainee still does not know record it in the
evaluation standard and go on to a different area.  At the completion of the performance test,
the instructor may clarify any misconceptions or have the trainee look up what he/she did not
know.

The instructor should remember that the evaluation standard contains 100% of the
required knowledge.  With regard to most tasks, the trainee is usually not required to know
everything in the evaluation standard.  Many facilities require that the trainee accomplish the
skills portion of a performance test with 100% accuracy and achieve at least 80% of the
information required by the evaluation standard.  Other facilities require 100% accuracy on
the skill requirements and a satisfactory or unsatisfactory assessment of the knowledge
requirements.  Facility specific procedures written in the training management manual or the
OJT program's training development and administrative guide should set the task-specific 
skill and knowledge levels. 

At the completion of a performance test the instructor needs to make a judgment call,
compared to the evaluation standard--did the trainee have satisfactory knowledge and skills or
not?  The use of a detailed evaluation standard which includes questions and answers will
reduce the subjectivity of this decision.  There are many possible outcomes of a performance
test.  The following three are generic examples:

Satisfactory skills and knowledge; no weak points.  The instructor signs the trainee's
OJT checklist.
Satisfactory skills and knowledge; the trainee lacked information on some minor
details.  The instructor may cover those details during the debrief and signs the
trainee's OJT checklist.
Unsatisfactory; the trainee lacked necessary skills or showed a significant lack of
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knowledge and understanding.  The instructor should counsel the trainee as to what
additional training is required and what to practice or study and request the OJT
program coordinator to reschedule additional training and another evaluation for this
trainee.  The instructor should discuss the trainee's performance with the OJT 
program coordinator and/or the trainee's supervisor.

5.1.4  Debriefing the Trainee

At the completion of a performance test the instructor and the trainee should conduct a
detailed review of the trainee's performance.  The instructor should tell the trainee if 
he/she passed or failed the performance test.  The instructor should make positive comments
while reviewing the performance test results.  Based on the outcome of the test, the 
instructor should either discuss with the trainee the knowledge items missed or require the
trainee to find the correct answers.

5.1.5  Documenting Performance Test Completion

If the trainee has satisfactorily performed the task, the OJT checklist should be signed
and dated by the instructor.  If the task has multiple levels of accomplishment, the instructor
should indicate on the OJT checklist the level at which it was accomplished.
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FACTORS THAT INFLUENCE LEARNING AND MOTIVATION

Numerous factors can have a significant influence on a trainee's learning and
motivation during the OJT process.  Instructional technologists should consider these factors
as they develop OJT guides.  OJT instructors should be familiar with and use these factors to
improve their delivery of training.

Prerequisites--Trainees are more likely to learn something new if they have satisfied
all the prerequisites.  Past learning may be the most important factor in determining success
or failure in learning.  Completion of prerequisite tasks should be documented by the
instructor's signature(s) on the OJT checklist.

Meaningful--A trainee may be motivated by relating to previous experience, future
goals, interests, and values.  Explain to the trainee how this subject relates to the job, his/her
previous experience, and how this increases his/her potential for advancement.  The trainee
should then be able to see a direct link between OJT and the job.

Positive Conditions and Consequences--A trainee is more likely to continue learning
if the conditions during instruction are made as pleasant as possible.  Instructors should be
aware of and try to minimize any negative conditions to which a trainee may be exposed.  
The following negative conditions are often associated with OJT:

Trainees may be bored if the instructor does not tailor the training to the individual
trainee.  Teaching material that the trainee already knows, or that is not meaningful,
will contribute to boredom. (Pre-testing and exceptions to training may minimize this
factor.)
Trainees may be frustrated by being given OJT when they have not completed
prerequisite training.
Trainees may be subjected to unpleasant physical conditions.  Extreme heat/cold,
radioactive contamination, high noise levels at the job site (exposure to these
conditions may be minimized by the use of a mockup or simulator followed by
limited time at the actual job site), and distractions such as the presence of peers
during OJT may contribute to unpleasant physical conditions.
Trainees may be hurt emotionally.  The instructor should make positive comments,
avoid making comparisons to other trainees, and never ridicule the trainee's efforts. 
Trainees need to be rewarded (positive reinforcement) for their efforts; at first for
doing the task nearly correctly, and after proficiency is accomplished for doing the 
task correctly.
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Open Communications--A trainee is more likely to learn if OJT is structured so that
the instructor's messages are open to the trainee's inspection.  To improve open
communications the instructor should:

Clearly state the terminal and enabling learning objectives.  The learning objectives
tell the trainee exactly what is expected of him/her.
Point out relationships.  Give cues and prompts to the trainee to be sure he/she
understands what has been said.
Avoid using technical terms without explaining them to the trainee (do not assume 
that he/she knows).
Talk about a system or component of that system at the location of the item if
possible.  Make full use of being at the job site to stimulate as many sensory inputs
(sight, sounds, smell, touch) as possible.  Make sure the trainee can see and hear
everything that is explained and demonstrated as it takes place.
Ask the trainee questions to verify comprehension.  Open communication is a 
two-way street--the trainee should also feel free to ask the instructor questions.

Modeling--This is the very foundation of on-the-job training.  The instructor provides
a model performance for the trainee to emulate.  It is very important that the instructor
presents the material in the proper sequence and observes all applicable procedures and
safety requirements.  The trainee will emulate improper performance just as readily as proper
performance.  Therefore, the instructor must perform the task correctly.

Active Appropriate Practice--Learning is more likely to take place if the trainee takes
an active part.  OJT is an active hands-on process.  Practice should be as similar to the 
actual job task as possible.

Distributed Practice--A trainee is more likely to learn if practice is scheduled in short
periods distributed over time.  It is a good idea to limit practice sessions to one hour or less
with a break between sessions.  By distributing practice over a period of time, you can
minimize mistakes that are caused by exceeding the trainee's attention span or fatigue limits
during the practice session.

Fading--A trainee is more likely to learn if the instructor gradually withdraws
instructional assistance.  Following the initial practice session the instructor should
systematically withdraw or decrease the coaching and helpful hints.  The rate of fading is
important:  too slow and the trainee becomes dependent on the prompts--too fast and the
trainee makes errors.
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