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“Here, then, is our situation at the start of the twenty-

first century: 

We have accumulated stupendous know-how. We have 

put it in the hands of some of the most highly trained, 

highly skilled, and hardworking people in our society. 

And, with it, they have indeed accomplished 

extraordinary things. 

Nonetheless, that know-how is often unmanageable. 

Avoidable failures are common and persistent, not to 

mention demoralizing and frustrating, across many 

fields—from medicine to finance, from business to 

government. 

And the reason is increasingly evident: 

The volume and complexity of what we know has 

exceeded our individual ability to deliver its 

benefits correctly, safely, or reliably. Knowledge 

has both saved us and burdened us.”

– Atul Gawande, American surgeon, 

writer and public health researcher

Photo: Fred Field
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Game Plan

• Who are we? Why are we here?

• What is a damn good job-aid?

• What’s a damn good mobile performance 
support tool?

• Advantages?

• “Good” vs. “bad” job-aids?

• How to create an exemplary job-aid?

• How to take some of this with you?

Despite its major payoffs, 

the job aid is a vastly 

underused tool. 

– Paul Elliott, Handbook of 

Human Performance 

Technology (1999)



Peregrine Performance GroupDamn Good Job Aids

4

We Are: Shifting the Performance Curve

Top Performers
Quality and/or Quantity 

of Performance

Percentage 

of Workforce

Current Standard 

of Performance
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We Are: Shifting the Performance Curve

Top Performers
Quality and/or Quantity 

of Performance

Percentage 

of Workforce

ROI on the 

performance-

improvement 

initiative
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We Are: Helping US and Global 
Organizations

Fortune 500

Hi-techFood, Bev, 

Hospitality

Biotech, 

Pharma

Financial Other



Peregrine Performance GroupDamn Good Job Aids

7

Game Plan

• Who are we? Why are we here?

• What is a damn good job-aid?

• What’s a damn good mobile performance 
support tool?

• Advantages?

• “Good” vs. “bad” job-aids?

• How to create an exemplary job-aid?

• How to take some of this with you?

Despite its major payoffs, 

the job aid is a vastly 

underused tool. 

– Paul Elliott, Handbook of 

Human Performance 

Technology (1999)

Why are YOU here? What’s the 

primary business reason you’re 

attending this program?

Respond in chat window.
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Housekeeping

• For live-tweets, use #damngoodjobaids

• Take, tweet:

• Photo of yourself participating in the session

• Photo of a point/slide you found useful

• Check

• Find, raise/lower virtual hand?

• Type comment in Chat?
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The Damn Good Job Aid – What 
Is It?

• Repository for information, processes or 
perspectives

• External to the individual

• Supports work activity

• Directs, guides and/or enlightens

• Exemplary, works very well The differentiator between 

good and “damn good”

Whether a poster, a pencil, a 

manual, a sticky note, or an 

application – it must store and 

make accessible the 

information, processes or 

perspectives on which human 

work and activity are based. 

 – Allison Rossett, Handbook 

of Job Aids (paraphrased) 
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The Damn Good Job-Aid, What 
It’s NOT

• A tool (e.g., screwdriver, office chair, pencil)

• Instruction (e.g., training)

• Unusable (e.g., poorly designed, poorly 
written, incorrect, incomplete, difficult to find)

Instruction happens 

BEFORE the need arises.

Job-aids are used AS the 

need arises.
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Advantages of Job-Aids

• Just-in-time availability

• Simplicity

• Relevance

• Saves time

• Reduces need to recall information

• Minimizes errors

Inside every fat course, 

there’s a thin job-aid 

crying to get out.

 – Joe Harless
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Advantages > Example > 
Electronics Manufacturer

One-week training course reduced to one day 

with accompanying eight-page job aid. 

Proficiency increased by 50%. 

Joe Harless, job aids workshop 

56 hours

- OR -

One day, a job 

aid, and better 

performance
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Advantages > Example > 
Chemical Company

Reduced error rate in insecticide formulation 

from 10% to 1% by using two-page job aid.

$50,000 

expense

- OR -

$5,000 expense 

and two-page 

job aid

Joe Harless, job aids workshop 
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Advantages > Example > High-
tech

When troubleshooting a system, no significant 

difference was found between the performance 

of (a) an experienced group of expert 

technicians and (b) an inexperienced group of 

non-expert technicians who employed a job 

aid.

Five “expert” 

technicians 

($10,000)

- OR -

Five “non-expert” 

technicians with job 

aids ($2,500), who 

can accomplish the 

same results

Joe Harless, job aids workshop 
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When to Use a Job Aid

• Task is performed with low frequency 

• Task is unusually complex (has many 
steps, requires fine discrimination of stimuli)

• Failure results in dire consequences

• Steps change often
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Examples

• Solar Power System Quality Check

• Aircraft Emergency Checklists

• Social Media Channel Management

• Health Services, Differential Diagnosis

• Pharma/Bio-tech Safety Communications

• Surgical Safety Checks
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Residential Rooftop Solar Power System 
Installation Quality Check (Media: Paper 
Extended)
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Aircraft Emergency Checklists (Media: 
Paper and/or Digital)

Large, modern 

jetliner

Small, light 

aircraft
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Social Media Channel Management Best 
Practices for Engagement (Media: Paper/ 
Digital Extended)
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Differential Diagnosis, Work-up Prior to 
Visit w/ Medical Officer (Media: Paper 
Extended)
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Pharma/Bio-tech, Safety Communications 
Team – Decision Making Tool (Media: 
Digital)

<to simulation> <to next example>
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New haemorrhage events
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Several observed events
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Back to main
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Pharma/Bio-tech, Safety Communications 
Team – Decision Making Tool (Media: 
Digital)

<to simulation> <to next example>
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See also Atul Gawande’s 

TED Talk “How we heal 

medicine” and book 

Checklist Manifesto

World Health Organization (WHO) Surgical 
Safety Checklist (Media: Paper and/or 
Digital)
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

Uncover:

• Ideal outcome

• Problem to be solved

• Environmental influences

• Accomplished performers

• Ideal way to perform the 

task

• Common errors, 

misjudgments

• Special circumstances
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

If possible:

• Obtain buy-in from, 

alignment with managers 

• Confirm expectations are 

clear, workers are 

receiving feedback

• Confirm tools are working 

Consider:

• How will the job-aid be 

introduced?

• Who will enforce, reinforce 

its use?
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Performance Analysis Flowchart

Useful for analyzing perfor-

mance, identifying non-training 

solutions (i.e., often faster, 

less expensive), and aligning 

with managers and other 

stakeholders.

This is available on 

our resources page



Damn Good Job Aids Peregrine Performance Group

47

Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

If possible:

• Obtain buy-in from, 

alignment with managers 

• Confirm expectations are 

clear, workers are 

receiving feedback

• Confirm tools are working 

Consider:

• How will the job-aid be 

introduced?

• Who will enforce, reinforce 

its use?
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

Formats:

• Step

• Checklist

• Worksheet

• Decision table

• Flowchart

Media:

• Poster

• Paper extended (“quick 

start” guide)

• App / Digital

• Audio

• Video



Peregrine Performance GroupDamn Good Job Aids

49

JobAider App

Download JobAider for free, now!  

Download from 

Google Play 

ppg.fyi/6 

–or– 

iTunes App Store 

ppg.fyi/5 
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

• Work w/ accomplished 

performers

• Focus on the how. What 

does it do for the user?

• Be clear, direct

• Use simple language

• Lead with action verbs

• Present information in 

small bits.

• As needed:

• Provide examples

• Use graphics, 

drawings, photos
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On Drafting (1/3)

• Not as simple as it sounds

• Good checklists, for example, (per Atul Gawande):

• Are precise

• Are efficient/to the point

• Easy-to-use even in the most difficult situations

• Do NOT try to spell out everything—a checklist cannot 
fly a plane

• Provide reminders of only the most critical and 
important steps 

• Practical

It may take multiple 

experts, reviewers, 

and iterations, to 

get to this!
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On Drafting (2/3)

When drafting, you must consider decisions like:

• Is this a DO-CONFIRM job aid or a READ-DO?

• What are the pause points when the job-aid should be 
used? What are the pause points within job-aid?

• What are the characteristics of the behaviors you’re 
guiding, for example:

• Sequence only

• Discrimination only

• Discrimination within sequence 

• Initial discrimination leading to alternate sequences

DO-CONFIRM :

Workers perform from 

memory and experience, 

but then stop and use job-

aid to confirm everything 

that was supposed to be 

done was done.

READ-DO:

They carry out the tasks as 

they check them off– much 

like a recipe.
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On Drafting (3/3)

Sequence Only 

(No important discrimination)

Discrimination Only

Discrimination within

Sequence

Initial Discrimination leading 

to Alternate Sequences

1. Depress signal light

2. Greet customer

3. Ask name

4. Ask address

5. Document in Contact Memo

If request is for Product A, 

take order. If for product B, 

and <10 units, take order. If 

for B and >10 units, refer to 

Marketing. If for product C, 

and before Wednesday….

1. Greet customer

2. Ask for Service Number

3. If number begins w/ 001, 

do X. If not, do Y.

4. If number ends w/ -CTN, 

do A. If not, do B.

1. If trouble is X, follow these 

steps…

2. If trouble is Y, follow these 

steps…

3. If trouble is Z, follow these 

steps…

On Drafting (3/3)
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

Use:

• “Real world” end users

• Representatives of worker 

population

Ask:

• Where did you have 

difficulty?

• Is it complete, accurate?

• Missing any special 

circumstances?

• Would you (your 

colleagues) like a copy?
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

• Test, revise, test, revise

• This (with previous step) 

is what transforms 

mediocre into good and 

good into damn good!

• Use a revision system

• Obtain sign-offs from 

key stakeholders 
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

Consider:

• People

• Work environment

• Job-aid 

• Revisions

• QR Code

Revision questions:

• Who initiates?

• Who implements?

• Who keeps track, 

administers?
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Get a Copy of this Presentation
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage

Consider:

• People

• Work environment

• Job-aid 

• Revisions

• QR Code

Revision questions:

• Who initiates?

• Who implements?

• Who keeps track, 

administers?
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Steps for Creating

1. Clarify desired output 

2. Align with managers

3. Choose format, medium

4. Draft

5. Test

6. Revise

7. Manage
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Job-Aid Development Worksheets 

You’ll find these at 
our resources page:

ppg.fyi/jobaids
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Performance Support Tools

Electronic Performance Support Systems (EPSS) 

have been around since the 80s.

Made possible by networking computers and 

enough bandwidth for multimedia to be broadcast 

over those networks.

Typically embedded in enterprise software 

applications.

With the advent of mobile technology, performance 

support can be coupled more closely with work 

flow—not only embedded in a system.

Gloria Gery coined the 

term and wrote a seminal 

book on the topic

Electronic Performance 

Support Systems –

How and why to remake 

the workplace through the 

strategic application of 

technology
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JobAider App

JobAider is one of many tools that exist to 

create and share expertise and performance 

support resources with a workforce.

Can take many forms:

• Audio

• Video

• Textual

• Graphical

• Existing content – eLearning, animation, web 
sites, articles, etc…
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JobAider App

Can be used to support:

• Workforce

• Customers

• Partners
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Data is the Differentiator

Today, EPSSs can collect data on every facet of 

user interaction.

Data can be analyzed and visualized in real-time.

Leads to questions which leads to investigation 

which leads to insight.
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Experience API (xAPI)

The explosion of application programming interfaces 

(APIs) has made the real-time collection and analysis of 

data possible.

xAPI is the catalyst for the next generation of 

learning/performance/experience data collection and 

analysis.

xAPI is interoperable. It can communicate with many 

types of systems that learning and performance 

technologies have not been able to up to this point.

You can now gather data from any type of experience—

online and offline.

xAPI
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Two JobAider Use Cases

1. Financial Services

2. Equipment Manufacturer
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JobAider Use Case #1

Research, Products, and Marketing produce content 
to support sales and marketing efforts.

Many SMEs and exemplary performers producing 
video, text, graphics, and audio content.

Aggregate links to existing content on YouTube, 
Dropbox, SharePoint, etc.

Multi-level review and editing process to create final 
published materials.

Content shared with:

• sales to support customer relationships

• customers to support adoption

Financial Services
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JobAider Use Case #2

Technical documentation produced to support 
equipment operation, maintenance, and repair

Content is text and graphics

Serves as version control and knowledge repository

Content shared with:

• field engineers to support installation

• customer service to provide support

• sales to provide customer intelligence

• customers to support maintenance and repair

Equipment 
Manufacturing



Peregrine Performance GroupDamn Good Job Aids

69

Primary Sources

• Elliott, P., Job Aids, in Stolovitch and Keeps 

(1999) Handbook of Human Performance 

Technology

• Gawande, A. (2010) Checklist Manifesto

• Harless, J. (1980) Job Aids Workshop

• Rossett, A. (1991) Handbook of Job Aids

• Rossett, A. (2007) Job Aids and 

Performance Support
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Contact Info

Joe Halpin

• joe@peregrinepg.com

Russ Powell

• russ@peregrinepg.com

If you’d like to continue the 

conversation, contact one 

of us. We’d be delighted to 

explore the content of this 

presentation w/ you in 

greater detail.

mailto:joe@peregrinepg.com
mailto:russ@peregrinepg.com
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Miscellaneous Additional Job Aids
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The Value of Performance 
Support Apps

• Smoother business operations

• Employee empowerment

• Faster change implementation

• Better process control

• Knowledge management

• Risk reduction
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