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On -the -Job Training (OJT)

Strategies for Your New

Ophthalmic Assistant

Lynn D. Anderson, PhD

Dianna Graves, BS Ed, COMT

Traci Fritz, COE

Upon completion of this interactive course, the 
participant will:

ÅIdentify the key elements of a well-designed on-
the-job training program for technical staff

ÅIdentify important training skills and tips for trainers 
to use in OJT

ÅApply successful OJT models presented in a case 
study by a clinic practice

Learning Objectives

Financial Disclosure
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In general, OJT involves assigning a new 
employee to accompany an experienced 
employee, either a peer or supervisor, to 
ñlearn the ropesò in the actual workplace.

Definition of OJT

Á 90% of job knowledge and skills learned through OJT

Á Six times more time is spent on OJT than any other training

ÁUp to 1/3 of new employeeôs 1st year salary devoted to OJT

Á Employees achieve objectives faster through structured OJT 
than any other method

Á The effectiveness of any given training approach depends 
on two features:

ÅThe amount of time that elapses between training events,  

ÅThe match between training setting and job setting

Importance of OJT

ÁUnstructured OJT

ÁStructured OJT

This presentation focuses on Structured OJT

Types of OJT
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ÁñFollow Joe or Jane aroundò ïnot necessarily 
knowledgeable about training techniques and 
requirements or willing to train others

Á No written materials to serve as a guide

Á Performance outcomes undefined ïimpossible to tell 
when competency is reached 

Á May occur away from the work area 

Á Unsystematic and unplanned ïjob knowledge is 
acquired through impromptu explanations or 
demonstrations

Unstructured OJT

Example: Employee forgets to explain a seldom used but 
important safety feature to the new ophthalmic assistant

ÁShortcuts develop before solid base is established

ÁDetails omitted

ÁMistakes perpetuated & often not corrected

ÁInconsistencies in information given

Unstructured OJT

Degenerating Buddy System

One-on-one training that occurs at or near the 
actual work setting and is delivered by a designated 
trainer who follows specific written guidelines; 
provides observable and measurable performance 
objectives and is delivered in an orderly and 
systematic manner.

ASTD Press

Definition of Structured OJT
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ÁSystems approach used

ÁMeasurable and observable performance 
objectives

ÁExperienced worker trained to be a trainer; equal 
dependence on job guides

ÁWritten chunks of material: step-by-step 
procedures to follow

ÁOccurs on actual work site when possible

Structured OJT Overview

Learning Time Shorter for

Structured OJT

Work Overview
ÅDescribe work flow

ÅIdentify expectations

ÅIdentify quality and 

safety requirements

Job Training
ÅStructured OJT

ÅLab training

Job Performance
ÅMeasure performance

ÅProvide coaching

ÅEncourage continual 

improvement

Three -Part Employee

Development System
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1. Trainer prepares self

Å Review structured OJT process

Å Obtains job guide

Å Obtains equipment, tools, and materials

Å Determines trainee outcomes

2. Trainer prepares the trainee

Å Assesses present knowledge/skills

Å Provides job guide

Å Summarizes what will be presented

Å Puts trainee at ease

3. Trainer presents the task

Å Positions trainee

Å Shows and tells one step, one point at a 
time

Å Repeats quality and safety points

4. Trainee repeats the task

Å Shows and tells one step at a time

Å Repeats quality and safety points

Å Performs a complete chain of correct 
actions

5. Trainer diagnoses and reinforces 
learning

Å Probes trainee for understanding

Å Poses questions about key points

Å Praises appropriate behavior

Structured OJT Process

OJT Methods & Tools: Job 

Aids & Learning Activities
Methods

ÁApprenticeships

Å Trainer
Å Mentor
Å Coaching
Å Shadowing

ÁClassroom/didactic 

Å Inservice training
Å Group discussions

ÁLab/clinic assignments

Å Demonstration 
Å Case study

ÁCertification

Å Testing

Job Aids

ÁPolicies

ÁProcedures

ÁEquipment manuals

ÁChecklists

ÁText books (independent study)

ÁVideo/PPT

ÁRole play

ÁThe Performance Statement ïwhat the trainee 
must be able to do at the end of training

ÁThe Conditionïunder what circumstances the 
trainee must do it

ÁThe Standard (or Criteria) ïhow well the trainee 
has to accomplish the task

OJT Components:

Performance Objectives
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Required Performance: Measure the corneal curvature and record results

Condition: A patient who needs to be fit for contact lenses

Standard: Record a final reading within  __X__ diopters

V Focus the eyepiece

V Instruct and position the patient

V Position the keratometer

V Adjust mires

V Focus the mires

V Rotate the drum

V Superimpose the plus signs

V Superimpose the minus signs

V Record results

V Record the horizontal knob (diopter) reading

V Record the horizontal drum (meridian) reading

V Record the vertical knob (diopter) reading

V Record the vertical drum (meridian) reading

Example: Keratometry Checklist

Á Effectiveness

ÅEmployees quickly learn and transfer information

Á Efficiency

ÅTime required is reduced to master critical procedures

Á Employee Development & Involvement

ÅValues to achieve goals and teamwork are promoted

Á Organizational Climate

ÅTeamwork and exemplary employees are recognized as 
important

ÅSuccess & growth creates more success!

Benefits of Structured OJT

Á Allied Health On-the-Job Trainerôs Guide and Curriculum

Á AAO text: Introducing Ophthalmology: A Primer for Office 
Staff, 2nd Edition

Á AAO text: Ophthalmic Medical Assisting: An Independent 
Study Course Text and Exam, 4th Edition

Á JCAHPO Learning Systems: A computer-based 
simulation training program on six basic skills

Á AAO video: Fundamentals of Ophthalmic Medical 
Assisting

Resources and Tools for

Successful Training



7

Thank You!

Financial Disclosure

Dianna Graves, COMT, BS Ed, has no financial 
interest to disclose.

Reasons People Leave Their 

Current Jobs

ÁRESPECT - Teamwork

ÁFailure to Grow

ÁMoney

ÁRelocation
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Demographics Of My Clinic

Á(42) �³�K�R�P�H���J�U�R�Z�Q�´Assistants or Technicians

ÁDiverse work schedule (2d/week to FT)

Á(8) locations in the St Paul 

area that they all rotate

into.

Á(14) Ophthalmologists &

(1) Optometrist

* Ages 19 ï65 years old

How Can You Train New 

People In A Big, Busy Office?

YOUcanôt do it alone! You need 
to have a ñteamò of advanced
technical staff that will help with 
the training. It is very important 
that this team is all on the same 
page with the training. 

Pick Your Trainees Cautiously

You need to have a few discussions with

the new employee about their

goals and aspirations. Listen to

what they have to say ïand

make sure that they are not

telling you what you want to hear. 

Example: they want to be eventually be in the OR, and you

know that is not going to happen!


