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In most organizations, when a person 
volunteers he or she is given a job descrip­
tion. But such descriptions usually give 
only an overview of the job and little detail 
on how to fulfill it. All too often, volunteers 
start with plenty of energy but become dis­
couraged when that energy is wasted try­
ing to figure out what the job really is. 

If a volunteer is to be satisfied and suc­
cessfully complete a job, then he or she 
needs to know in clear detail just what is 
expected. It is important for administra­
tors to remember that no job is so simple 
that some preparation would not be con­
structive. Job aids, combined with orienta­
tion and training, can provide volunteers 
with the details and tools needed to help 
them successfully complete their job. 

WHAT IS A JOB AID? 
In the simplest terms, a "job aid" or 

"performance aid" refers to anything that 
assists an individual in the process of 
completing a task or making a decision. 

Job aids are used every day at home, in 
the workplace, and in the community. 
Recipes, shopping lists, step-by-step 
assembly instructions, troubleshooting 
guides on copy machines, emergency 
instructional pamphlets on airplanes, tax 
tables and flowcharts are all examples of 
job aids. Job aids are based on an analysis 
of what the intended user must do to com­
plete the job. In essence, they are designed 
to improve human performance by pro­
viding information on what to do, how to 
do and when to do. 

WHY USE JOB AIDS? 
Volunteers make up an important part 

of the workforce in many organizations 
and some could not function without 
them. Volunteers are staff members, and, 

like other staff members in the organiza­
tion, they need to be provided with the 
tools to perform their jobs effectively. 

There are five major reasons for using 
job aids with volunteers: 

1. Job aids focus the volunteer on per­
formance, not on policy, history, per­
sonal opinions, backgrounds, or 
interpretations. Since they are related 
specifically to the task, they provide 
concise instructions on how the task 
is to be performed. 

2. Since job aids present information in an 
easy, logical format, they help the vol­
unteer remember critical components 
that might otherwise be forgotten. 

3. Job aids cost less money and require 
less time to develop than other forms 
of instruction. 

4. Job aids are more flexible than other 
forms of instruction and are easier to 
revise when performance procedures 
change. 

5. When they are used to support train­
ing, job aids shorten training time 
and speed the acquisition of knowl­
edge and skills required by the job. 

WHEN SHOULD JOB AIDS BE USED? 
Job aids can be used at all four stages in 

the L-O-O-P volunteer management pro­
cess (Fox, Penrod, 1989). 

Stage 1: Locating volunteers. 
During this stage, the emphasis is on 

recruiting and selecting volunteers to do a 
variety of jobs within the organization. 
Here the job aid can be a useful tool in 
helping to fit the right job with the experi­
ence, interests and time constraints of the 
volunteer. The job aid lets the volunteer 
know what will be expected as well as the 
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time commitment required before agree­
ing to the assignment. 

Stage 2: Orienting volunteers. 
Orientation usually occurs after the vol­

unteer accepts or is in the process of 
accepting the job. During the orientation 
stage, the volunteer comes to more clearly 
understand his or her job and how it fits 
into the total organization. The manager 
should go over the steps outlined in the 
job aid with the volunteer. As they pro­
ceed through the steps, the manager 
should point out what resources are avail­
able and where to go for assistance. 

This is an important process since it 
helps the volunteer understand how to 
use the job aid and provides an opportu­
nity to ask questions. Remember: volun­
teers repeatedly complain what they don't 
understand what is expected of them. Use 
the orientation stage to solve this problem. 

Stage 3: Operating with volunteers. 
During this stage, two factors play an 

important role in the satisfaction level of 
the volunteer. The first factor is whether 
the volunteer has had the opportunity to 
grow through acquiring new skills and 
knowledge. The second factor is whether 
the volunteer can see the impact or accom­
plishments resulting from the time and 
energy expended. 

The use of a job aid allows volunteers to 
continually check off their progress 
towards completion of the job. They can 
measure what they have done, what they 
are doing now and what they have left to 

do. As the job changes, the job aid can eas­
ily be changed. Or, after using the job aid, 
the volunteer may have suggestions for 
refinements. In fact, this input from volun­
teers should be standard operating proce­
dure and is a way to show the volunteers 
that the manager recognizes the value of 
their input. 

Stage 4: Perpetuating the involvement. 
Perpetuating the involvement of volun­

teers includes both evaluation and recog­
nition. Using the job aid, a careful compar­
ison between the volunteer's performance 
and the expected performance can be 
made. Accurate evaluation allows for pos­
itive growth and directed volunteer devel­
opment. Volunteer recognition is critical to 
volunteer satisfaction. Time, attention and 
a sincere respect of the volunteer are the 
most meaningful forms of recognition. 

HOW ARE JOB AIDS FORMATTED? 
The format used depends on the type of 

performance desired. Job aids can be sepa­
rated into two categories: deductive and 
nondeductive (Porta, 1979). Nondeductive 
job aids are characterized by content that 
is procedural in nature. The user merely 
follows a sequence of detailed instructions 
to complete a task. 

On the other hand, deductive job aids 
require the exercise of logical thought by 
the user. In a purely deductive aid, the 
user cannot rely on a detailed set of 
instructions to lead him or her through the 
task. Successful performance is achieved 
only when the user selects those portions 
that apply to the task at hand and relates 
that information to perform the task. 
Using this rationale, Table I illustrates how 
the various job aid formats are classified. 

Table I 

Formats For Job Aids 

Nondeductive 

Step-by-Step Directions 
With Illustrations 
Without Illustrations 

Checklist 
Form 
Procedure Table 

Deductive 

Flowchart 
Decision Table 
Worksheet 
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Step-by-Step Directions-numbered 
sequential list of all the steps or actions 
involved to complete a particular task. They 
are used for tasks that have no or only a 
few simple decisions to make. Illustrations 
are often added to text for increased clarity. 

Checklist-similar to step-by-step direc­
tions containing a sequential listing of 
steps, but also including a place to check 
off each step as completed. Checklists 
often contain information on when 
(month, day) steps need to be done. The 
checklist format is often used to help vol­
unteers plan, conduct and evaluate events 
and activities. 

Form-provides blanks to ensure that all 
data/information is completed and prop­
erly formatted. 

Procedure Table-similar to the step-by­
step directions, but presented in a table 
format. 

Flowchart-a simple sequence of instruc­
tions arranged in a logical graphic order 
that leads directly to the correct decision. 
Flowcharts are often laid out in a tree for­
mat with decision points which result in 
branching to subtasks. The user's re­
sponse to the first statement leads to the 
next relevant statement and so on until the 
task is completed. 

Decision Table-a table format with IF, 
THEN and AND columns used to make 
decisions based on multiple contingencies. 
Branching should be fairly simple. 

Worksheet-similar to a form with blanks 
to collect data or information, but the work­
sheet also requires the user to perform 
some operation on that data or information. 

DESIGNING JOB AIDS 
Designing good job aids will take some 

practice. Basic starting steps are: 

1. Identify Target Audience 
The first step is to take a close look 

at the volunteers who will be using 
the job aid. Remember, volunteers 
enter your organization with varied 
educational backgrounds and experi-
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ence. These volunteers are in a vari­
ety of different jobs with each job 
requiring a unique set of skills and 
expertise. The needs of the volunteer 
who answers the phone are quite dif­
ferent from one who is chairing a 
committee. Be sure to identify the 
needs, skills and knowledge for those 
volunteers who will be doing the spe­
cific job for which you are designing 
the job aid. 

2. Conduct Task Analysis 
Next a task analysis should be 

done to determine the scope of the 
job and the step or decisions involved 
in its performance. Include all essen­
tial information including tools and 
equipment needed. The task analysis 
is the most time-consuming part of 
the process and the most important. 
The task analysis provides the essen­
tial information that must be includ­
ed in the job aid itself. 

3. Select the Job Aid Format 
The same format is not appropriate 

for all jobs. The type of performance 
required can be used as a clue to 
determine the most effective format. 
Table II provides some general guide­
lines for determining which job aid 
format to use (adapted from Line-

Table II 
Decision Table for 

Selecting Job Aid Format 

THEN 

THE TASK INVOLVES: CONSIDER: 

Action sequences 

Decision making 

Calculations/ 
documentation 

Mixture of step-by-step 
procedures and 
decisions 

Step-by-Step directions 
Checklist 
Flowchart 
Procedure table 

Flowchart 
Decision table 

Checklist 
Form 
Worksheet 

A combination of step­
by-step list with 
embedded decision 
table 



berry & Bullock, 1980). A field test of 
different formats with volunteers may 
help to determine which is the easiest 
to use and the mosteffective. 

4. Develop Job Aid 
In developing the job aid itself, the 

following things should be kept in 
mind. The job aid should: 
• use language that the volunteers 

can understand. 
• meet the needs of the volunteers. 
• be tailored for use in the work sit­

uation. 
• present only "essential" informa­

tion needed to perform the job. 
• be easy to use. 

5. Train Volunteer 
For maximum results, the volun­

teers must be trained in using the aid. 
Training should include an overview 
of the job, and instructions on when, 
where and how to use the job aid. 
Training also ensures that the job aid 
will be compact and simple to use. 

6. Evaluate 
Be sure to evaluate the efficiency 

and effectiveness of the job aid. Are 
the volunteers using the job aid? 

What is the quality of their perfor­
mance? Do changes need to be made? 

SUMMARY 
Developing a system for implementing 

a job aid program within your organiza­
tion may go a long way to enhancing vol­
unteer job satisfaction and increasing pro­
ductivity. Job aids have proven to be 
valuable tools at all four stages in the vol­
unteer management process. They can be 
useful in recruiting and orienting the vol­
unteer about what the job entails. They 
serve as tools to help the volunteer per­
form the job at an acceptable level. And 
finally, they serve as an excellent way to 
evaluate the volunteer's performance. 
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