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The OJT Cycle
The middle or operational level of the training cycle is often referred to as the OJT cycle 
and relates to the activities that revolve around the training sessions. The trainer’s 
focuses on progression, rather than actual performance with an emphasis on preparation 
and remedial actions. 

The cycle begins with a brief, known as a pre-brief, the 
training is then conducted and finally the student is 
debriefed on there performance. 

This process is also known as the pre-brief, practice and 
debrief cycle.

The three steps

Step Purpose
Pre-brief Prepares the student for the training by  looking at session specific 

events and scenarios. The trainer sets session goals, outlines 
ground rules and defines any contingency actions that may be 
necessary.

Practice The training session (can be OJT, skill building, simulation or 
theory). The trainer focuses on educating the student, assessing 
their performance, intervening to maintain standards and providing 
remedial advice.

Debrief Advises the student of their performance, progress and remedial 
actions necessary to achieve competency standards.

Although each step  can be treated as an independent process, the strength of the 
process lies with how effectively each is linked with the previous step and forward to the 
next (e.g. remedial actions set in the debrief should be checked in the following pre-brief 
and assessed in the practice). 

Without effective linking, structured pre-briefs and debriefs will still assist the student’s 
preparation and self evaluation.

A Fourth Step?

There are some schools of thought that suggest a fourth, or consolidation step that occurs 
between the debrief and the following pre-brief. This may  be when the student conducts 
the proposed remedial action or a ‘moment of clarity’ at 2 am one morning.There is no 
doubt that this does happen, but it cannot be effectively implemented into a training 
program. 

It is important that the trainer considers the process just as they would for the possibility 
of unexpected set backs and ‘off days’.
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