Human Resources                                September 11, 13

Lecture 3: Chapter 4; Job Analysis and Work Design EXPANDED FROM TEXT BOOK

Video: The Bottom Line
· Unemployment rate gone up 5.87.3 nation wide
· Private sector keeping billions on the side that could make more jobs 
· Manufacturing jobs being outsourced, now it is all about SERVICES, face to face jobs 
· Weakness in labour market is much broader than manufacturing 
· Not just shortage, declining quality of jobs also issue
· Where are the jobs?? Alberta, 10,000 job growth per month, very low unemployment levels compared to rest of Canada 
· In Ontario, job gaps are coming, in skilled trade, down the road 
· Regina lowest unemployment rate in Canada at 3.8
· Flexible workforce? Yes... People commuting to fort mcmurray, high degree of flexibility which is why our unemployment rate compared to the south is relatively low. Different hours, working from home, not just 9-5 jobs makes Canadians even more flexible 
· Corporations have never been more profitable but they aren’t spending it, paying more, because they aren’t confident, businesses only spend when they are confident. Cant force a company to spend, can only make them feel confident 
· We have all the skills and training, that is not the problem 
· Important: different types of jobs, the natures of jobs are changing. If Canadians are not employed it is not because of lack of skill/flexibility. Flexible in that we will take jobs not in our field, travel, work unusual hours 

Job Analysis and Work Design:

· Job analysis: find out what the minimum is to be able to complete the job. Link job specifications to the requirements of the job 
· Job:
· Group of related activities and duties
· Position:
· Different duties and responsibilities performed by only one employee
· Job Family:
· Group of individual jobs with similar characteristics

Job Requirements:
· Job Description: 
· Statement of tasks/duties/responsibilities of the job to be performed
· Job Specification:
· Statement of the needed knowledge, skills, and abilities of the person who is to perform the job 
· Good job add would include these two things very clearly
· Ex: job description of someone working at mcdonalds: cooking, ability to handle cash, clean up, basic customer service skills (specification) does one require a level of education? No. Unnecessary for this job. Is position same as job? No. Job= set of tasks, responsibilities that someone that you hire will carry out. Position= how many people will fulfill that job, ex: business analyist is the job but there are 2 positions available, and only one employee performs each position. 

Relationship of job requirements and HRM functions:
 All of these relate back to job analysis. It is fundamental to each of these functions. 
· Strategic HR planning
· Assesses whether org. has the right #’s and types of jobs to fulfill its strategy
· Info on jobs is used to examine a company’s organizational structure and strategically position it for the future
· Recruitment: SPECIFICATION
· Job specification must determined on basis of skills needed before they can find capable employees for organization
· Job specification is statement of knowledge, skills, and abilities required for the person performing the job and serve an essential role in the recruiting function
· Qualifications will be contained in the notices of job openings 
· Job specifications provide the basis for attracting qualified applicants and discouraging unqualified ones
· Selection: DESCRIPTION
· Job description must clearly state tasks and duties of positions to be filled
· Used in addition to specifications to select employees for jobs
· Training and Development:
· Org. must determine how much it will invest to compensate for discrepancies between needs and KSAs (knowledge, skills and abilities) of new hires; sometimes have no choice
· Discrepancies between KSAs of jobholder and requirements in job description provide clues for training needs
· Career development as part of training function is concerned with preparing employees for advancement to jobs where capabilities will be used to fullest
· Performance appraisal:
· Performance appraisal must be referenced to the requirements of job description
· Can reveal some job requirements that are not completely valid
· Criteria MUST be specific and job related, otherwise employers can find themselves charged with unfair discrimination 
· Compensation Management:
· Worth of a job also based of KSAs determining in job specification
· Worth of job important factor in determining pay
· Worth based on what the job demands of employee in terms of skills, effort, responsibility as well as the conditions and hazards under which the work is performed
· Legal Compliance:
· Job data must ensure that job’s duties match its job description
· If vague and unrelated criteria for the above open room for charges of discrimination 

Job Analysis:
· Helps coordinate org’s actions, how work should be divided, which people should what
· Helps organize work to make it the most efficient it can be 
· Process of obtaining info about jobs by determining the duties, tasks, or activities of job
· Systematically investigating jobs by following a number of predetermined steps specified in advance
· Results in written report outlining information obtained from analysis of 20-30 job tasks/activities
· Job analysis should outline the tools needed to do the job in the environment and times at which it needs to be done, with whom it needs to be done and the outcome or performance level it should produce 
· Taking a picture of everything that is required in the job, leads to the job description and job specification 
· First outcome is a Checklist of the requirements/task/responsibilities= Job Description 
· Second outcome is describing the skills and abilities of an individual you’d want to fulfill that job= Job Specification 
· These descriptions/specifications in turn are used to perform and enhance the different functions such as the development of performance appraisal criteria
· Without a job description it makes it hard to outline what an employee needs to do 
· Job descriptions/specifications developed through job analysis should be as accurate as possible if they are to be of value to those who make HRM decisions
· Ultimate purpose is to improve organizational performance and productivity

 The Process of Job Analysis: text page 124 flow chart, great summary of what we talked about 
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· Job data: 
· Can collect from an employee that is involved with job right now, can talk to supervisor and get same sort of info, or can talk to job analyst which is someone from the outside who can come give us this information
· Common methods of analyzing jobs are through:
·  Interviews question individual employees/managers about job 
· Questionnaires circulate carefully prepared questionnaires to be filled out by jobholders and managers
· Observation observing/recording on a standardized form the activities of jobholders
· Diaries Jobholders themselves may be asked to keep a diary of their work activities during an entire work cycle (2-4 week period)
Job analysis considered the bedrock of HR, affects many other HR functions 

Approaches to Job Analysis:
· Position analysis questionnaire
· A questionnaire covering 194 different tasks that, by means of a five-point scale, seeks to determine the degree to which different tasks are involved in performing a particular job
· Quantifiable data collection method cover 194 different work oriented tasks.
· Uses 5 point scale it seeks to determine the degree to which the different tasks or job elements are involved in performing a particular job
· Data collected subject to statistical analysis
· Critical Incident Method:
· A job analysis method by which important job tasks are identified for job success
· Critical job tasks are those important duties and responsibilities performed by the job holder that lead to job success 
· Information about these critical tasks can be collected through interviews with employers/managers or self-report statements written by employees, then job analysts summarizes the findings into 5-10 important task statements for each job under the study
· Teaches job analyst to focus on employee behaviours critical to job success 
· Task Inventory Analysis
· An organization-specific list of tasks and their descriptions used as a basis to identify components of jobs
· Job-oriented type of analysis
· Can be tailor made to a specific organization (unlike the PAQ)
· Uses employees to develop a list of tasks and their descriptions that are components of different jobs
· Competency-Based Analysis
· For organizations operating in fast-moving environment
· Lots of change (technological advancements), jobs defined today may be obsolete tomorrow
· Relies on building job profiles that look at the responsibilities and activities of jobs and the worker competencies necessary to accomplish them
· Objective is to identify key competencies for organizational success
· Can use focus groups, surveys, or interviews
· Can include interpersonal communication skills, decision making ability, conflict resolution skills, adaptability, self motivation

Job Descriptions

· Written description of job and duties it includes. Has 4 parts
· Job title
· Job statement
· Essential functions
· Job specifications 
· Job duties, or essential functions section (pg 131 good example)
· Indicate responsibilities entailed and results to be accomplished 
· Statements covering job duties typically arranged in order of importance and indicate a weight or value of each duty
· Weight can be gauged by the percentage of time 
· Job Specification section
· Skills required by individual to perform job
· Two areas:
1. Skill required to perform the job
· Education, experience, specialized training
2. Physical demands the job places on the employee
· Walking, standing, reaching, lifting
· Can include interpersonal skills or key competencies, for example behavioral competencies, assessed by asking situational interview questions



Problems with Job Descriptions:
1. If they are poorly written, using vague rather than specific terms, they provide little guidance to the job holder
2. Out of date, not updated as job duties or specifications change
3. They may violate the law by containing specifications not related to job success
4. They can limit the scope of activities of the job holder, reducing organizational flexibility
· Writing Clear/Specific job descriptions:
· Terse, direct, simply worded statements
· Computer programs to help with time consuming, yet necessary task




Analysis: Study of jobs as currently performed. Taking a picture, if job could be seen as a map/flowchart, all different functions, people, environment, tools required. Picture of the job to guide future hiring and also to guide evaluation of current employees 
Design: Concerned with structuring jobs to improve organizational efficiency/job satisfaction. More forward looking, want to improve a current job to increase efficiency, motivation, satisfaction, of an individual doing that job. Design is like remodeling. How can we think of the model of this job to be more motivating and to increase job satisfaction





Job Design

· An outgrowth of job analysis that improves jobs through technological and human consideration to enhance organization efficiency and employee satisfaction
· Improve current jobs, increase motivation, satisfaction, performance. New concept from analysis but relation between the two 
· Concerned with changing, modifying and enriching jobs to capture the talents of employees while improving orgs performance. 
· Combo of 4 basic considerations:
· The organizational objectives the job was created to fulfill
· Behavioural concerns that influence an employee’s job satisfaction
· Industrial engineering considerations, including ways to make the job technologically efficient
· Ergonomic concerns, including workers physical and mental capabilities
Behavioural Concerns:
· Improve simultaneously the efficiency of organizations and job satisfaction of employees
· Job design methods seek to incorporate behavioural needs of employees as they perform individual jobs
· Two methods that strive to satisfy employee intrinsic needs of employees and motivate them in their work environments, job enrichments model and job characteristics model:

· Job Characteristics Model:
· Job design theory that purports that three psychological states of a jobholder result in improved work performance, internal motivation and lower absenteeism
Job Characteristics:
· Skill variety: Degree to which a job entails a variety of different activities, which demand the use of a number of different skills and talents
· Task Identity: The degree to which the job requires completion of a whole and identifiable piece of work, i.e. doing a job from beginning to end with a visible outcome
· Task Significance: Degree to which the job has substantial impact of the lives or work of other people, whether in the immediate organization or external environment
· Autonomy: Degree to which job provides substantial freedom, independence, and discretion to the individual scheduling the work and in determining the procedures to be used in carrying it out
· Feedback: Degree to which the individual carrying out the work activities required by the job results in the individual being given direct and clear information about the effectiveness of his or her performance
Psychological States:
· Meaningfulness of the work performed
· Responsibility for work outcomes
· Knowledge of the results of the work performed 
 Job Outcomes:
· Improved work performance
· Increased internal motivation
· Lower absenteeism and turnover

· Job Enrichment:
· Any effort that makes work more rewarding or satisfying by adding more meaningful tasks to an employees job
· Fulfilling high motivational needs of employee like self-fulfillment and self-esteem while achieving long-term job satisfaction and performance goals 
· Can be accomplished by increasing autonomy and responsibility of employees. 
· Five factors:
· Achievement
· Recognition
· Growth
· Responsibility
· Performance of whole job vs. only parts of the job
· Can use these five factors to enrich job by:
· Increase level of difficulty/responsibility
· [bookmark: _GoBack]Allow employees to retain more authority/control over work outcomes
· Unit/individual job performance reports directly to employees
· Add new tasks that require training and growth
· Assign individuals specific tasks, enable them to use particular skills and competencies
· Allows employees to assume greater roll in decision making and become more involved in planning organizing leading and controlling their own work
· Has same effect in teams
· It is not a solution for production problems and employee discontent ex: dissatisfaction with pay, employee benefits, employment security
· Essentially enriching a current job to increase its score on the job characteristics. Enrich a job by changing the job characteristics… ex: if a job has very low content, can increase responsibilities required from employee, as in not just filling orders but giving someone also a customer liaison position. 


Flexible Work Schedules:
· Not true part of job design 
· Attempt to improve organizational productivity and morale by giving employees increased control over the hours they work
· Common flexible work schedules are compressed workweek, flextime, job sharing and telecommuting.
· Compressed workweek 
· 4 ten hour shifts instead of 5 8 hour most common 
· Benefits:
· Recruitment/retention of employees
· Coordinating employee work schedules with production schedules
· Accommodating the leisure-time activities of employees while facilitating employee personal appointments (medical, dental, financial)
· Improve job satiafaction/morale
· Flextime 
· Flexible working hours that permit employees the option of choosing daily starting and quitting times provided that they work a set number of hours per day or week
· Core period when everyone needs to be there
· Most common in service-type organizations (financial institutions, government agencies)
· Benefits:
· Reduce some of traditional causes of tardiness and absenteeism
· Accommodate to personal lives and in turn increase job satisfaction
· Schedule for time of day when they are most productive
· Reduce traffic congestion at peak commuting hours
· From employer standpoint, flextime is helpful in recruiting/meeting challenges of age diversity in work force
· Business can be open for customers who can’t get there in the day
· Disadvantages:
· Not suited for some jobs (ex: specific work stations that must be staffed all the time)
· Can create problems for managers in communicating/instructing employees
· Force managers to extend their workweek 
· Job Sharing (employees share tasks)
· 2 part time employees perform a job that otherwise would be held by 1 full timer
· Work 3 days a week, overlap day for face-to-face
· Pay is 3 fifths of regular salary
· Benefits:
· Suited to needs where one or both parents of families choose to work part time or older workers who are phasing into retirement
· Limits layoffs in hard economic times
· Employees have time off during the week to accommodate personal needs, less likely to be absent
· Disadvantages:
· Employer may not want to employ 2 people to do the work of one due to time required to orient/train a second employee
· Managers may find it more difficult to supervise 2 employees particularly when they are not dependable, cannot efficiently work together, distrust one another
· Key to making it work is through good communication between sharers
· Telecommuting (don’t commute to a central place)
· Use of personal computers, networks, and other communications technology to do work in the home that is traditionally done in the workplace
· Benefits:
· More flexibility for employers better work-life balance
· Reduce absenteeism
· Retention of valued employees who otherwise might quit
· Increased productivity
· Lower overhead costs and reduced office space	
· Disadvantages:
· Loss of creativity as employees are not interacting with each other
· Difficulty developing appropriate performance standards/evaluation systems 
· Need to formulate appropriate technology strategy for allocating the necessary equipment
· Managers can find supervising distributed employees difficult
· Negatively affects employee-supervisor relationship through loss of knowledge/info, training or development  and sense of connectedness
· Employees not able to work from home may resent telecommuters

Practicce question:
The process of obtaining info about jobs by determining dutins taks or activity is called JOB ANALYSIS
False statement about job analysis: Job analysis is more important in large firms
Which is not a dimension of Hackman old man job characteristic model: Intensity 
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