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- What Do | Need to Know?
m reading this chapter, you should be able to:

L0 41 Sumnrarize the elements of work flow analysis. L0 4-6 Describe methods for designing a job so that it
L04-2 Describe .how work flow is related to an can be done efficiently.
o organization’s structure. L0 4-7 Identify approaches to designing a job to make it
- Lo4s Deﬁnethe elements of a job analysis, and discuss motivating.
. their significance for human resource management. L0 4-8 Explain how organizations apply ergonomics to
L04-4 Tell how to obtain information for a job analysis. design safe jobs.
Summarize recent trends in job analysis. L0 4-8 Discuss how organizations can plan for the

mental demands of a job.

Introduction

As workers master new technology, they are sometimes surprised to find
that old ways of doing business still matter. An example is using the tele-
phone. So much communication has shifted to texting and sending e-mail
that many people who grew up with mobile devices feel uncomfortable
about picking up the phone and talking. Patty Baxter noticed this in the
sales office of her company, Metro Guide Publishing. The room used to be
filled with the chatter of employees asking businesspeople to buy ads, but
they had switched to the more comfortable task of sending out e-mails to
potential clients. However, this new approach didn't work as well. E-mail was less ef-
fective for building customer relationships, and employees sometimes misinterpreted
prospects’ needs and intentions. Baxter hired a trainer to build her employees’ tele-
phone skills and confidence. She also modified their jobs by providing scripts for
voice messages and adding the requirement that they keep records of the way they
contact each client.

The trainer that Baxter hired for Metro Guide is not alone in noticing that more

employees are uncomfortable with using the phone. A trainer at a utility company re-

cently recalled teaching an employee the technical features of a desktop telephone—
for example, the dial tone and absence of a Send button. But at least as important as

knowing devices' technical features is skill at using one’s voice, both on and Lo
phone. Recent research supports the idea that a person’s tone of voice affects the
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L0 4-1 Summarize the
elements of work flow

analysis.

Work Flow Design
The process of analyz-
ing the tasks necessary
for the production of a
product or service.

Job
A set of related duties.

Position

The set of duties (job)
performed by a particu-
lar person.

i ' ;
i:‘:::st:;r: ?r she makes. When subjects are asked to rate people based on f
phe/; oices, they form negative opinions of people who speak in breathy, W,
ed, or weak tones. Another habit that creates a negative impression is endip
sentences in a rising voice, as if asking a question. Fortunately for individuals wﬂ:httm
speaking styles, clear and pleasant speech is a skill people can learn.! T

Metro Guide Publishing earns money by selling ads to local businesses, so it w
strong relationships with many different companies. That need gives rise to knowl.
edge of the kinds of skills and work habits employees must provide, such as the abiliry -
to speak and listen well over the phone. Consideration of such elements is at the heart
of analyzing work, whether in a start-up enterprise, a multinational corporation, or g
government agency.

This chapter discusses the analysis and design of work and, in doing so, lays out
some considerations that go into making informed decisions about how to create and
link jobs. The chapter begins with a look at the big-picture issues related to analyzing
work flow and organizational structure. The discussion then turns to the more specific
issues of analyzing and designing jobs. Traditionally, job analysis has emphasized the
study of existing jobs in order to 'nake decisions such as employee selection, training,
and compensation. In contrast, job design has emphasized making jobs more efficient
or more motivating. However, as this chapter shows, the two activities are interrelated.

Work Flow in Organizations

Informed decisions about jobs take place in the context of the organization’s overall
work flow. Through the process of work flow design, managers analyze the tasks
needed to produce a product or service. With this information, they assign these tasks
to specific jobs and positions. (A job is a set of related duties. A position is the set of
duties performed by one person. A school has many teaching positions; the person fill-
ing each of those positions is performing the job of teacher.) Basing these decisions on
work flow design can lead to better results than the more traditional practice of look-

ing at jobs individually.

Work Flow Analysis

Before designing its work flow, the organization’s planners need to analyze what work
needs to be done. Figure 4.1 shows the elements of a work flow analysis. For each type
of work, such as producing a product line or providing a support service (accounting,
legal support, and so on), the analysis identifies the output of the process, the activities
involved, and the three categories of inputs (materials and information, equipment
and human resources).

Outputs are the products of any work unit, say, a department or team. Outputs 18
be tangible, as in the case of a restaurant meal or finished part. They may be intangible,
such as building security or an answered question about employee benefits. In identi-
fying the outputs of particular work units, work flow analysis considers both quantity
and quality. Thinking in terms of these outputs gives HRM professionals a clearer vieW
of how to increase each work unit’s effectiveness.

Work flow analysis next considers the work processes used to generate the outputs
identified. Work processes are the activities that a work unit’s members engage it ©
produce a given output. They are described in terms of operating procedures for every
task performed by each employee at each stage of the process. Specifying the p
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Figure 4.1

Developing a Work
Flow Analysis

helps HRM professionals design efficient work systems by clarifying which tasks are
necessary. Knowledge of work processes also can guide staffing changes when work is
automated, outsourced, or restructured.

Finally, work flow analysis identifies the inputs required to carry out the work pro-
cesses. As shown in Figure 4.1, inputs fall into three categories: raw inputs (materials
and information), equipment, and human resources (knowledge, skills, and abilities). In
the advertising industry, for example, technology has changed the relative importance
of inputs. The stars of the ad business used to be the creative minds who dreamed up
messages for television ads that would get people talking (and buying). But as consum-
ers turn their attention to digital media, ad agencies need people who understand the
latest in social media and who can not only generate a stream of messages but also can
measure the reactions streaming back from consumers. Data and skill in analyzing data
are today’s hotly demanded inputs for advertising.2 Another way to understand the
importance of identifying inputs is to consider what can go wrong. The “HR Oops!”
box illustrates that if an organization’s outputs fall short of goals, HR managers might
find that the cause is a failure in planning for inputs.

Work Flow Design and an Organization’s Structure
L0 4-2 Descrine ho

Work flow takes place in the context of an organization’s structure. It requires the Work flow i

gy MEE ST
cooperation of individuals and groups. Ideally, the organization’s structure brings tan organiz:t‘iztne’d
together the people who must collabora'te to create the desired outputs efficiently structure. s
The structure may do this in a way that is highly centralized (that is, with authority




HR Oops!

Work flow analysis spells out the
human and other resources needed
for carrying out well-defined tasks
that will meet objectives. Success
requires the right people with ac-
cess to resources including equip-
ment and information. However,
research suggests that some of
these inputs may be missing at
many organizations.

In a survey of more than 500 U.S.
workers in different industries, At-
Task, a maker of project management
software, found that large numbers
of workers are struggling to meet ob-
jectives on time—if they even know
what their objectives are. According
to AtTask, 60% of the workers said
they are completely overwhelmed or
barely meeting deadlines.

concentrated in a few people at the top of the organi.zation) or decet.xtralized (W.ith
authority spread among many people). The organization may group jobs ?gc9rdmg
to functions (for example, welding, painting, packaging), or it may set up divisions to

focus on products or customer groups. :
Although there are an infinite number of ways to combine the elements of an

organization’s structure, we can make some general observations about structure and
work design. If the structure is strongly based on function, workers tend to have
low authority and to work alone at highly specialized jobs. Jobs that involve team-
work or broad responsibility tend to require a structure based on divisions other than
functions. When the goal is to empower employees, companies then need to setup
structures and jobs that enable broad responsibility, such as jobs that involve em-
ployees in serving a particular group of customers or producing a particular product,
rather than performing a narrowly defined function. The organization’s structure also
affects managers’ jobs. Managing a division responsible for a product or customer
group tends to require more experience and cognitive (thinking) ability than manag-
ing a department that handles a particular function. In contrast, managi
et e il e ot nd g et e
s, mployees tend to identify heavily with their

department or profession.} i
mai‘ivdoerfodfis}ijgﬁ; }cl):ten egll;t)}};asmes the analysis and design of jobs, as described in the re-
pter. Although all of these approaches can succeed, each focuses on oné

isolated job at a time. These approaches do not ne i i single job
fits into the overall work flow or structure of e i ﬁ

fectively, human resource personnel should a
104

< Workers Often Don’t Have

finished unless )
time. More than a third of them

they are only somewhat, a little, ar
not clear about desired outptm-j;
how their work is measured or how
their supervisor defines success.

Questions

1. What consequences might an
organization expect to result

a func-

the organization. To use these
Iso understand their organization as a whole.
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performance.*

Job Analysis
LO 4-3 Define the ele-

To achlgve high-quality performance, organizations have to understand and match Ments of a job analysis,
job requirements and people. This understanding requires job analysis, the process 219 diScuss their sig-
of getting detailed information about jobs. Analyzing jobs and understan’ding gvhat it iy
required to carry out a job provide essential knowledge for staffing, training, perfor- o
mance appraisal, and many other HR activities. For instance, a supervisor’s evaluation
of an employee’s work should be based on performance relative to job requirements. :
In very small organizations, line managers may perform a job analysis, but usually the The procast of getiing
work i§ done by a human resource professional. A large company may have a com- gg:)a&ggt;r;formatlon
pensation management department that includes job analysts (also called personnel i
analysts). Organizations may also contract with firms that provide this service.

Job Analysis

Job Descriptions

An essential part of job analysis is the creation of job descriptions. A job description  Job Description
is a list of the tasks, duties, and responsibilities (TDRs) that a job entails. TDRs are  Alist of the tasks, du-
observable actions. For example, a news photographer’s job requires the jobholder to ties, and responsibilities
use a camera to take photographs. If you were to observe someone in that position for (TDRs) that a particular
a day, you would almost certainly see some pictures being taken. When a manager at- job entails.
tempts to evaluate job performance, it is most important to have detailed information
about the work performed in the job (that is, the TDRs). This information makes it
possible to determine how well an individual is meeting each job requirement.

A job description typically has the format shown in Figure 4.2. It includes the job
title, a brief description of the TDRs, and a list of the essen-
tial duties with detailed specifications of the tasks involved m
carrying out each duty. Although organizations may mOd%fy.thlS
format according to their particular needs, all job descriptions
within an organization should follow the same format. This helps
the organization make consistent decisions at?outf such matters as
pay and promotions. It also helps the organization show that it

makes human resource decisions fairly. :

Wh izati ates a new job, it needs a new
r the organization Cre jot : :
o . f a job description begins with

job description. Preparation of 2 le already per-
=3 : the job from people a Yy P
gathering information about su[}> ervisor, or the managers cre-

.3 S j N m p()ssl t '
. . * < y e 10 de ne What

: ition. Based on . ;g , ;
ating the position ential duties of the job, includ-  tions are needed for the job. Firefighters use specific

: Ll - ess ; sl
ob description identifies the equipment to extinguish fires, requi :

{n menta!; and ph}’SiC“l tasks and any methgds s re;sggrc;;s to do their jobs, and must possesseq :er:: Zﬁx‘tztmgth
e d. Job descriptions should then be reviewed periodically  gecisions under pressure. o
required.
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Figure 4.2
Sample Job Description

Source: Union Pacific,
“Union Pacific Careers:
Train Crew,” https://
up.iobs/train-crew.html,
accessed May 7, 2014,

Job Specification

A list of the knowledge,
skills, abilities, and other
characteristics (KSAOs)
that an individual must
have to perform a par-
ticular job.

DUTIES

personal protective equipment, such as saf
train cars, and follow posted regulations.

MAJOR TASKS AND RESPONSIBILITIES | g
Youwon‘twoﬂcastmdud%hmwoukwodngm
alwaysonca!l,ovenonmkmdsmdholidayt.‘lm_m :
with our trains, sometimes spending a day or more away from .‘
your home terminal.

(say, once a year) and updated if necessary. Performance appraisals can pr.ovide a good
opportunity for updating job descriptions, as the employee. and Supervisor compare
what the employee has been doing against the details of the job descnptxpn. b
Organizations should give each newly hired employee a copy of his or her job
description. This helps the employee to understand what is expected, but it shmfldn’t
be presented as limiting the employee’s commitment to quality and customer satisfac-
tion. Ideally, employees will want to go above and beyond the listed duties when the
situation and their abilities call for that. Many job descriptions include the phrase and
other duties as requested as a way to remind employees not to tell their supervisor, “But
that’ not part of my job.” '

Job Specifications

Whereas the job description focuses on the activities involved in carrying outajob,a
job specification looks at the qualities or requirements the person performing the
job must possess. It is a list of the knowledge, skills, abilities, and other character-
istics (KSAOs) that an individual must have to perform the job. Knowledge refers 0
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Figure 4.3
TRAIN CREW/SERVICE AT UNION PACIFIC Sample Job
Specifications
REQUIREMENTS ) .
You must be at least 18 years old. You must speak and read Sﬁﬁ.'iﬁpi';ﬁ? g:\f::s
English because you'll be asked to follow posted bulletins, Train Crew,” https://
regulations, rule books, timetables, switch lists, etc. You must up jobs/Arain-crew.htm,
b pass a reading comprehension test (see samm;) to.be accessed May 7, 2014.
| considered for an interview.
JOB REQUIREMENTS

You mustbeabletouseacomputerkeyboard and

h you must
be able to count and compare numbers. (You might, for
example, be asked to count the cars on a train during
switching.)

You must be able to solve problems quickly and react to
changing conditions on the job.

You must have strong vision and hearing, including the ability
to: see and read hand signals from near and far; distinguish
between colors; visually judge the speed and distance of
moving objects; see at night; and recognize changes in sounds.
You must also be physically strong: able to push, pull, lift, and
carry up to 25 pounds frequently; up to 50 pounds occasionally;
and up to 83 pounds infrequently. You'll need good balance to
regularly step on and off equipment and work from ladders to
perform various tasks. And you must be able to walk, sit, stand,
and stoop comfortably.

factual or procedural information that is necessary for successfully performing a task.
For example, this course is providing you with knowledge in how to manage human
resources. A skill is an individual’s level of proficiency at performing a particular
task—that is, the capability to perform it well. With knowledge and experience, you
could acquire skill in the task of preparing job specifications. Ability, in contrast to
skill, refers to a more general enduring capability that an individual possesses. A per-
son might have the ability to cooperate with others or to write clearly and precisely.
Finally, other characteristics might be personality traits such as someone’s persistence
or motivation to achieve. Some jobs also have legal requirements, such as licensing
or certification. Figure 4.3 is a set of sample job specifications for the job description
in Figure 4.2. 4 :

In developing job specifications, It is important to cqnmder all of the elements of
KSAOs. As with writing a job description, the 1nfox.‘rr.1atlon can come from a combi-
ing the job, people supervising or planning for the job, and
dy by ACT’s Workforce Development Division interviewed
manufacturing supervisors to learn what they do each day and what skills they rely
on, The researchers learned that the supervisors spend much of their day monitoring
their employees to make sure the workplace is safc?, product'quality is maintained, and
work processes are optimal. Also, they rely hea.w.ly on fhf}lr tt?chnical knowledge of
the work processes they supervise.’ Based on this information, job specifications for g

nation of people perform
trained job analysts. A stu



Without strong support from human
resource management, organiza-
tions may be tempted to use short-
cuts for defining job specifications.
They might guess, say, that some-
one who has a business degree and
two years’ experience in a similar
job would be well qualified for an ad-
ministrative position. Hiring experts,
however, have identified some ways
to pinpoint the relevant knowledge,
skills, abilities, and other criteria di-
rectly related to success in a job:

* Rather than assuming education
provides all necessary job skills,
tie specifications to the actual
skills needed for successful job
performance. For example, re-
search by the ACT testing orga-
nization found that most people
with a college degree have the
reading and math skills needed
for entry-level jobs in account-
ing and auditing. But fewer than
half have the necessary level of
skill in locating information (for
example, interpreting graphs
and tables). Job specifications

------------- 4800000000 00EPBENERIEIRIEOEEOIBOERBGETS

Identifying Relevant KSAOs

should identify these skills, 0
companies can test for them.
Set standards high enough

that candidates who meet the
specifications will do more than
just barely complete the work.
Rather, write specifications for
an employee who can succegd
in the job. This requires previous
creation of a job description that
defines successful performance.
Use performance data. Espe-
cially when many people in the
organization perform similar
jobs, the company’s perfor-
mance data can become a
treasure trove for identifying the
behaviors and KSAOs associ-
ated with success. Google, for
example, is famous for analyzing
employee performance data on
a company-wide level to see
what kinds of behaviors are as-
sociated with better outcomes.
The company then makes abil-
ity to perform in those effective
ways part of its job specifica-
tions. Among other measures,
the company has found that an

essesesrecens ssesesseneas

applicant’s school gradeg are
less important than learning
ability and intellectual skijls.
Applicants for technical jobg
also must demonstrate skjj) in
writing software code.

Questions

1. Why do you think many
companies include education
level and years of experience
in their job specifications?

2. Suppose you are writing job
specifications for the position
of production supervisor,
Suggest a few ways to identify
KSAOs for that position.

Sources: Google company website, “How
We Hire,” Careers, http://www.google.
com, accessed May 6, 2014; Thomas L.
Friedman, “How to Get a Job at Google,”
New York Times, February 22, 2014,
http://www.nytimes.com; Melissa Murer
Corrigan, “Measure Work Readiness for
Tomorrow’s Jobs,” Chief Learning Officer,
October 2013, pp. 44-6; Brad Remillard,
“Traditional Job Descriptions Don't Attract
Top Talent,” Supervision, February 2013,
pp. 6-7.

POPESIPRIINIIBIRAICIAINIRPORBOOIOROISIORDROOGRBESRAENBORIED

manufacturing supervisor would include skill in observing how people work, as well as
in-depth knowledge of manufacturing processes and tools.

In contrast to tasks, duties, and res
and are not directly observable. The

rying out the TDRs of the job—and afterward,
labor. Thus, if someone applied for a job as a ne
ply look at the individual to determine whether

photographs. However, you could draw conclusi

loo.kjng at examples of his or her photographs. Si
cational requirements.

person has some desire

ob. A manager attem

lines on writing KSAQs, see “HR How To.”

108

quired and about th
isions should therefo

ponsibilities, KSAOs are characteristics of people
y are observable only when individuals are car-
if they can show the product of their
ws photographer, you could not sim-
he or she can spot and take effective

ons later about the person’s skills by
. milarly,
Meeting these requirements is
: d level of knowledge and skills,
Accurate information about KSAO:s is es
about who will fill a j
about the characteristics requj

Interviews and selection dec

many employers specify edu-
treated as an indication that 3

gecially important for making decisions
pung to fill a position needs information
e characteristics of each applicant:
re focus on KSAQs. For more guide-
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Sources of Job Information n——
[

Information for analyzing an existing : -4 _
who currently hold thy:: Pisitioilmisnu:llmge ):rbga(;fit;:tigoml?sh Ik mcurpbents, s i§’ o gtﬁnar:;r;gtlon A
tion because they are most acquainted with th dn' i1 ey are a logical source of informa-
able t:i)rgrovide very accurate information. e details of the job. Incumbents should be
ccnive t‘:l::?{zk ojr;iiymf So:}fly on incumbents’ information is that they may have an in-
» exaggerate what they do in order to appear more valuable to the organization.
Information from incumbents should therefore be suppl d with infc o fr
observers, such as supervisors, who look pplemented with information from
B they are supposed ; ) or a match between what incumbents are doing
Snost bocurate CStimateIs)(:) ¢ theo' 0. Research suggests that supervisors may provide the
: e Importance of job duties, while incumbents may be more
BECUIR(E in reportung mfo;'mauon about the actual time spent performing job tasks and
:";f:lt}"r elaltledhmk factors. For analyzing skill levels, the best source may be external job
Ty}sxts who have more experience rating a wide range of jobs.”
e government also provides background information for analyzing jobs. In
the 1930, the US Department of Labor created the Dictionary of Occupational Titles
(DOT) asa vehicle for helping the new public employment system link the demand for
§hﬂs and the supply of skills in the U.S. workforce. The DOT described over 12,000
jobs, as well as some of the requirements of successful job holders. This system served
the United States well for over 60 years, but it became clear to Labor Department of-
ficials that jobs in the new economy were so different that the DOT no longer served
its purpose. The Labor Department therefore introduced a new system, called the
Occupational Information Network (O*NET).
Instead of relying on fixed job titles and narrow task descriptions, the O*NET
uses a common language that generalizes across jobs to describe the abilities,
work styles, work activities, and work context required for 1,000 broadly de-
fined occupations. Users can visit O*NET OnLine (http://www.onetonline
.0rg) to review jobs’ tasks, work styles and
context, and requirements including skills, TR T ——
training, and experience. ManpowerGroup,
a staffing services agency, uses O*NET"
information on skills to match individuals
more precisely to jobs it has been hired to
fill. Piedmont Natural Gas uses O*NET to
conduct job analyses and match job appli-
cants’ skills and preferences to the require-
ments of available positions. The effort
has helped reduce turnover among Pied-
mont’s entry-level workers.® Furthermore,
although the O*NET was developed to
analyze jobs in the U.S. economy, research
suggests that its ratings tend to be the same
for jobs located in other countries.’

Pt 0 (msewm

Position Analysis Questionnaire LI,

After gathering information, the job ana-

lyst uses the information to analyze the job. | ““—7«"52":?"::?‘;?3... %
Qﬂe of the broadest and best-researched e . — f’ ‘MuBRQZQMgs BASH
instruments for analyzing jobs is the defineq mtlg:am;des S SO ASO . iy
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Position Analysis
Questionnaire (PAQ)

A standardized job
analysis questionnaire
containing 194 questions
about work behaviors,
work conditions, and job
characteristics that apply
to a wide variety of jobs.

Fleishman Job
Analysis System

Job analysis technique
that asks subject-matter
experts to evaluate a
job in terms of the abili-
ties required to perform
the job.

F"osition Analysis Questionnaire (PAQ). This is a standardized job analysis ques.
'_uonnaire containing 194 items that represent work behaviors, wo.rk conditions, apg
job characteristics that apply to a wide variety of jobs. The questionnaire organize
these items into six sections concerning different aspects of the job:

L. Information input—Where and how a worker gets information needed to perforn
the job. _ :

2. Mental processes—The reasoning, decision mak@ng, planning, and informatiop-
processing activities involved in performing the job. .

3. Work output—The physical activities, tools, and devices used by the worker to
perform the job. . e

4. Relationships with other persons—The relationships with other people required in

erforming the job. .

3 gob comextg—T he physical and social contexts where the work is performed.

6. Other characteristis— The activities, conditions, and characteristics other than
those previously described that are relevant to the job.

The person analyzing a job determines whether each' item on .the questionnaire
applies to the job being analyzed. The analyst rates each item on six scal.es: extent of
use, amount of time, importance to the job, possibility of occurrence, applicability, and
special code (special rating scales used with a particular item). The PAQ headguarters
uses a computer to score the questionnaire and generate a report that describes the
scores on the job dimensions.

Using the PAQ provides an organization with information that helps in comparing
jobs, even when they are dissimilar. The PAQ also has the advantage that it considers
the whole work process, from inputs through outputs. However, the person who fills
out the questionnaire must have college-level reading skills, and the PAQ is meant to
be completed only by job analysts trained in this method. In fact, the ratings of job
incumbents tend to be less reliable than ratings by supervisors and trained analysts.'®
Also, the descriptions in the PAQ reports are rather abstract, so the reports may not be
useful for writing job descriptions or redesigning jobs.

Fleishman Job Analysis System

To gather information about worker requirements, the Fleishman Job Analysis
System asks subject-matter experts (typically job incumbents) to evaluate a job in
terms of the abilities required to perform the job. The survey is based on 52 catego-
ries of abilities, ranging from written comprehension to deductive reasoning, manual
dexterity, stamina, and originality. The person completing the survey indicates which
point on the scale represents the level of the ability required for performing the job
being analyzed. For example, consider the ability, “written comprehension.” Written
comprehension includes understanding written English words, sentences, and para-
graphs. It is different from oral comprehension (listen and understand spoken Eng-
lish words and sentences) and oral expression (speak English words and sentences s0
other§ can understand). The phrase for the highest point on the seven-point scale is
“requires understanding of complex or detailed information in writing containing un-
usual words and phrases and involves fine distinctions in meaning among words.” The
phrase for the lowest point on the scale is “requires written understanding of short
simple written information containing common words and phrases.”!!

When the survey has been completed in all 52 categories, the results provide a

picture of the abiliw requirements of a job. Such information is especially useful for
employee selection, training, and career development.
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Analyzing Teamwork

1. Skill differentiation—The d i iali
g 2 i el :gree to which team members have specialized knowl-

X A'ufbtmty differentiation—The allocation of decision
dividuals, S}lbgroups, and the team as a whole.

3. Tewnporal (time) stability—The length
together.

-making authority among in-

of time over which team members must work

Importance of Job Analysis

Job Mwis is so important to HR managers that it has been called the building block of
everything that perspnnel does." The fact is that almost every human resource manage-
ment program requires some type of information that is gleaned from job analysis -

* Work redesign—Often an organization seeks to redesign work to make it more ef-
ficient or to improve quality. The redesign requires detailed information about the
existing job(s). In addition, preparing the redesign is similar to analyzing a job that
does not yet exist.

* Human resource planning—As planners analyze human resource needs and how to meet
those needs, they must have accurate information about the levels of skill required in
various jobs, so that they can tell what kinds of human resources will be needed.

* Selection—To identify the most qualified applicants for various positions, decision
makers need to know what tasks the individuals must perform, as well as the neces-
sary knowledge, skills, and abilities.

* Training—Almost every employee hired by an organization will require training.
Any training program requires knowledge of the tasks performed in a job so that
the training is related to the necessary knowledge and skills.

* Performance appraisal—An accurate performance appraisal requires information
about how well each employee is performing in order to reward employees who per-
form well and to improve their performance if it is below standard. Job analysis helps
in identifying the behaviors and the results associated with effective performance,

* Career planning—Matching an individual’s skills and aspirations with career oppor-
tunities requires that those in charge of career planning know the skill requirements
of the various jobs. This allows them to guide individuals into jobs in which they
will succeed and be satisfied.

* Job evaluation—The process of job evaluation involves assessing the relative dollar
value of each job to the organization in order to set up fair pay structures. If employ-

ees do not believe pay structures are fair, they will become dissatisfied and ma ¥

or they will not see much benefit in striving for promotions. Tp put dollar vall}; quit,
jobs, it is necessary to get information about different jobs and compare themtts on

~ Job analysis is also important from a legal standpoint. As we saw
Bovernment imposes requirements related to equal employmen
tied, accurate, objective job specifications help decision maker
regulations by keeping the focus on tasks and abilities, T},
de evidence of efforts made to engage in fajr employ;nen

o R i S S e e e i R R

in Chapter 3,
* Opportunity,
S comply with
€se documents
t Practices. Fop
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Job analysis can support one of
the hot trends in business, called
gamification. To gamify work, or-
ganizations use elements of games
designed to yield better results, and
they apply them to jobs to enable
stronger performance. For example,
they observe how runners and cy-
clists are motivated when they can
share their routes and mileage with
their friends on social media, or how
teams of players collaborate to de-
feat an enemy in an online game.
A “leaderboard” displaying a list of
the top scorers also is a widely used
tool to motivate players to improve
and earn a place on the list.
Employers can easily create a
leader board of top salespeople, ask
employees to post their progress on
a team project, or award badges for
completing training modules. But
when a gamification effort is just a
matter of adding playful features
to the company’s internal website,
employees may ignore it. Well-
planned gamification helps employ-
ees achieve goals that are relevant
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" With Good Analysis, Work Isn’t Just a Game

Questions

1. Suppose you are a humap
resource manager at 5
company that is going
to gamify the job of its
salespeople. How woyjq job
analysis help you advise the
team on which behayiors to
reward?
In the same scenario, how
would job analysis help
you advise the team on
which kinds of rewards to
incorporate?

to their own and their organization’s
success. This is where job analysis
comes in, by pinpointing whgt em-
ployees should be accomplishing
and what skills and resources they
need. Gamification works when it
aligns with job requirements and the
learning of relevant skills.

In the United Kingdom, for ex-
ample, the Department of Work
and Pensions (DWP) wanted its
employees to become more ac-
tive in developing useful ideas for
innovation. To gamify this aspect
of employees’ jobs, the company
set up a collaboration site on its
internal network. Employees are
encouraged to submit ideas and
vote on the ideas they think are
most valuable. As ideas earn votes,
they move up a leaderboard, and
the company acts on them. Com-
ing up with an idea that wins votes
is exciting; seeing it move up the
leaderboard is even more motivat-
ing; and of course, seeing it make
a change for the better is the best
prize of all.

Sources: Brian Burke, “Why Gamifica-
tion’s Not a Game,” CIO Journal, May 6,
2014, http://blogs.wsj.com; Farhad Man-
joo, “High Definition: The ‘Gamification’
of the Office Approaches,” Waji Street
Journal, January 12, 2014, http://online,
wsj.com; Meghan M. Biro, “Five Ways
Leaders Win at Gamification Technology,”
Forbes, September 15, 2013, http://www.
forbes.com; Cliff Saran, “A Business Case
for Gameplay at Work,” Computer Weekly,
August 20-26, 2013, pp. 19-22,
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gers as they make hiring decisions, revie¥
an example of this, see “HIRM Social.”
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Table 4.1
Example of Competencies and a Competency Model

PROJECT MANAGER COMPETENCIES
Organizational & Planning Skills

Ability to establish priorities on projects and
schedule activities to achieve results,

Communications
Ability to build credibility and trust through

open and direct communications with internal
and external customers.

Financial & Quantitative Skills
Ability to analyze financial information
accurately and set financial goals that have a

positive impact on company’s bottom line and
fiscal objectives.
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PROFICIENCY RATINGS

1—Below Expectations: Unable to perform basic tasks. o routing
2—Meets Expectations: Understands basic principles and perforfgsistance'
tasks with reliable results; works with minimal superyuslon or a-lcan P
3—Exceeds Expectations: Performs complex and multiple tasks;
teach, or lead others.
1—Below Expectations: Unable to perform basic tasks. ety
2—Meets Expectations: Understands basic principles and pe 0assis'cance.
tasks with reliable results; works with minimal supemsnon or s
3—Exceeds Expectations: Performs complex and multiple tasks; 2 ;
teach, or lead others. st e S
1—Below Expectations: Unable to perform x .
2—Meets Expectations: Understands basic principles and p°”°"§:i;fa”},?:
tasks with reliable results; works with minimal supervision or @ 4
3—Exceeds Expectations: Performs complex and multiple tasks; can COact

teach, or lead others.

. ”» Hell eIO ment
Source: Based on R. J. Mirabile, “Everything You Wanted to Know about Competency Modeling,” Training and Develop
(August 1997): pp. 73-77.

as a way to support strategy, organizations need to think l?eyond skills for_ part(llC\ll_I:(l;

jobs. They must identify the capabilities thgy need to acquire anfl developlm or 1:1 =

promote the organization’s success. For this purpose, organizations develop comp

Is.

tenzycfgcr’r“i;etency is an area of personal capability t}}at epables employees to PC}I;— 32;eatg?g:rsonal r
form their work successfully.!’ For example, success in a job or career ;_)ath ml%h t N e
require leadership strength, skill in coaching others, and the ability to brmg out the ol e
best in each member of a diverse team of employees. A competency model 1depnﬁes St el

and describes all the competencies required for success in a particular qcculitauon or

set of jobs. Organizations may create competency mc.)del.s for occupationa grou(;i)si

levels of the organization, or even the entire organization. A competency mode

might require that all middle managers or all .members of the organization be able

to act with integrity, value diversity, and commit themselves to.dellghtmg customers.

Table 4.1 shows an example of a competency model for a project manager. The left

side of the table lists competencies required for SR iestDianaper (Orgamza.nonal. &

planning skills; communications; and financial & quantitative skills). The right side

of the table shows behaviors that might be gsed to determine a project manager’s

level of proficiency for each competency. A§ n thelse anmples, competency models

focus more on how people work, whereas job analysis focuses more on work tasks

and outcomes. :

Competency models help HR mef’SS‘?na}s ensure that all aspects of talent map-

agement are aligned with the organizations strategy. Looking at the competen-
cies needed for a particular occupatlpnal group, department, or the Organization
as a whole shows which candidates will be the best to fill open positions. Nt onl
¢an the organization select those who can carry out a particulay job today, byt 4
¢an spot those with competencies they can develop further ¢ g "

O assume great
sponsibility in the future. Competency models for a career
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PART1 The Human Resource Environment

L0 4-6 Describe meth-

ods for designing a job
so that it can be done
efficiently.

Job Design

The process of defining
how work will be per-
formed and what tasks
will be required in a
given job.

l;lam;gement ShO\‘N the organization which competencies to emphasize in plang 5
evelopment of high-potential employees. And competency models identify the iy,

portant capa_bilities to measure in performance evaluations and to reward with pa
and promotions. y

Trends in Job Analysis

As we noted in the earlier discussion of work flow analysis, organizations have beey,
appreciating the need to analyze jobs in the context of the organization’s structyre
and strategy. In addition, organizations are recognizing that today’s workplace must
be adaptable and is constantly subject to change. Thus, although we tend to think of
“jobs” as something stable, they actually tend to change and evolve over time. Those
who occupy or manage jobs often make minor adjustments to match personal prefer-
ences or changing conditions.'® Indeed, although errors in job analysis can have many
sources, most inaccuracy is likely to result from job descriptions being outdated. For
this reason, job analysis must not only define jobs when they are created, but also de-
tect changes in jobs as time passes.

With global competitive pressure and economic downturns, one corporate
change that has affected many organizations is downsizing. Research suggests that
successful downsizing efforts almost always entail changes in the nature of jobs,
not just their number. Jobs that have survived the downsizing of the most re-
cent recession tend to have a broader scope of responsibilities coupled with less
supervision.!’

These changes in the nature of work and the expanded use of “project-based”
organizational structures require the type of broader understanding that comes from
an analysis of work flows. Because the work can change rapidly and it is impossible
to rewrite job descriptions every week, job descriptions and specifications need to
be flexible. At the same time, legal requirements (as discussed in Chapter 3) may
discourage organizations from writing flexible job descriptions. This means organi-
zations must balance the need for flexibility with the need for legal documentation.
This presents one of the major challenges to be faced by HRM departments in the
next decade. Many professionals are meeting this challenge with a greater emphasis
on careful job design.

Job Design

Although job analysis, as just described, is important for an understanding of exist-
ing jobs, organizations also must plan for new jobs and periodically consider whether
they should revise existing jobs. When an organization is expanding, supervisors and
human resource professionals must help plan for new or growing work units. When
an organization is trying to improve quality or efficiency, a review of work units and
processes may require a fresh look at how jobs are designed.

These situations call for job design, the process of defining how work will be
performed and what tasks will be required in a given job, or job redesign, 2 similar
process that involves changing an existing job design. To design jobs effective'ly’
a person must thoroughly understand the job itself (through job analysis) and 1ts
place in the larger work unit’s work flow process (through work flow analysis). Hav-
ing a detailed knowledge of the tasks performed in the work unit and in the job, 2
manager then has many alternative ways to design a job. As shown in Figure 4.4,
the available approaches emphasize different aspects of the job: the mechanics ©




