HR Administration Chapter 4: Designing and Analyzing Jobs

Organizing Work for Strategic Success
· The relationships between people and tasks must be structured so that the organization achieves its strategic goals in an efficient and effective manner
· ORGANIZATIONAL STRUCTURE the formal relationships among jobs in an organization
· ORGANIZATION CHART a “snapshot” of the firm, depicting the organization’s structure in chat form at a particular point in time
· Does not provide details about actual communication patterns, degree of supervision, amount of power and authority, or specific duties and responsibilities
· Designing an organization involves choosing a structure that is appropriate given the company’s strategic goals
· Three common types of organizational structure:
· Bureaucratic 
· Top-down management approach
· Many levels, and hierarchical communication channels and career paths
· Highly specialized jobs with narrowly defined job descriptions
· Focus on independent performance
· Flat 
· Decentralized management approach
· Few levels and multi-directional communication
· Broadly defined jobs, with general job descriptions
· Emphasis on teams and product development
· Matrix
· Each job has two components: functional and product
· Finance personnel for product B are responsible for both the finance executive and the product B executive
Job Design
· JOB DESIGN the process of systematically organizing work into tasks that are required to perform a specific job
· An organization’s strategy and structure influence the ways in which jobs are designed
· Effective job design takes into consideration human and technological factors
· JOB a group of related activities and duties, held by a single employee or a number of incumbents
· The duties of a job should be clear and distinct from those of other jobs
· Should involve natural units of work that are similar and related
· POSITION the collection of tasks and responsibilities performed by one person
Job Specialization
· WORK SIMPLIFICATION an approach to job design that involves assigning most of the administrative aspects of work (such as planning and organizing) to supervisors and managers, while giving lower-level employees narrowly defined tasks to perform according to methods established and specified by management
· Scientific management theory—based on the premise that work can be broken down into clearly defined, highly specialized, repetitive tasks to maximize efficiency
· Involves assigning most of the administration aspects to supervisors and managers
· Giving lower level employees narrowly defined tasks to perform 
· Can increase operating efficiency in a stable environment and may be very appropriate in settings employing individuals with intellectual disabilities or those lacking education and training
· It is not effective in a changing environment 
· Among education employees, simplified jobs lead to lower satisfaction, higher rates of absenteeism and turnover
· INDUSTRIAL ENGINEERING a field of study concerned with analyzing work methods; making work cycles more efficient by modifying, combining, rearranging, or eliminating tasks; and establishing time standards
· Concerned with analyzing work methods and establishing time standards to improve efficiency
· Industrial engineers systematically identify, analyze, and time the elements of each job’s work cycle
· Determine which, if any, elements can be modified, combined, rearranged, or eliminated to reduce the time needed to complete the cycle
· Too much emphasis on the concerns of industrial engineering may result in human considerations being neglected or downplayed
Behavioural Aspects of Job Design
· JOB ENLARGEMENT (aka horizontal loading) a technique to relieve monotony and boredom that involves assigning workers additional tasks at the same level of responsibility to increase the number of tasks they have to perform
· Reduces monotony and fatigue by expanding the job cycle and drawing on a wider range of employee skills
· JOB ROTATION another technique to relieve monotony and employee boredom that involves systematically moving employees from one job to another
· The jobs themselves don’t change, workers experience more task variety, motivation, and productivity
· The company gains by having more versatile, multi-skilled employees who can cover for one another efficiently
· JOB ENRICHMENT (aka vertical loading) any effort that makes an employee’s job more rewarding or satisfying by adding more meaningful tasks and duties
· Increasing autonomy and responsibility by allowing employees to assume a greater role in the decision-making process
· Enriching jobs can be accomplished through such activities as:
· Increasing the level of difficulty and responsibility of the job
· Assigning workers more authority and control over outcomes
· Providing feedback about individual or unit job performance directly to employees
· Adding new tasks requiring training, thereby providing an opportunity for growth
· Assigning individuals entire tasks or responsibility for performing a whole job rather than only parts of it, such as conducting an entire background check rather than just checking educational credentials
· Job redesign efforts almost always fail when employees lack the physical and mental skills, abilities, or education needed to perform the job
Team-Based Job Designs
· TEAM-BASED JOB DESIGNS job designs that focus on giving a team, rather than an individual, a whole and meaningful piece of work to do an empowering team members to decide among themselves how to accomplish the work
· TEAM a small group of people, with complementary skills, who work toward common goals for which they hold joint responsibility and accountability
· Team members are empowered to decide among themselves how to accomplish the work
· Often they are cross-trained and then rotated through different tasks
· Team-based job designs are best suited to flat and matrix organization structures
Ergonomic Aspects of Job Design
· ERGONOMICS an interdisciplinary approach that seeks to integrate and accommodate the physical needs of workers into the design of jobs
· Aims to adapt the entire job system—the work, environment, machines, equipment, and processes—to match human characteristics
· Results in minimizing product defects, damage to equipment, and worker injuries or illnesses caused by poor work design
· Can also aid in meeting the unique requirements of individuals with special needs (older people with disabilities) 
· Predictable, positive relationships exist among satisfaction with the physical environment, overall environment satisfaction, and job satisfaction
· People who are more satisfied with the physical setup of their workstations have higher job satisfaction
Increasing Job Flexibility
· Companies are grappling with challenges such as rapid product and technological change, global competition, deregulation, political instability, demographic changes, and a shift to a service economy
· Increased the need for firms to be responsive, flexible, and much more competitive
· These changes have led work to become more cognitively complex, more team-based and collaborative, more dependent on social skills, more dependent on technological competence, more time pressured, more mobile, and less dependent on geography
· Led organization to focus on personal competencies and skills in job analysis, hiring, and compensation management (rather than on specific duties and tasks)
The Nature of Job Analysis
· JOB ANALYSIS the procedure for determining the tasks, duties, and responsibilities of each job, and the human attributes (in terms of KSAOs) required to perform it
· Once the info is gathered, it is used for developing job descriptions (what the job entails) and job specifications (what the human requirements are)
Uses of Job Analysis Information
· The information gathered, evaluated, and summarized through job analysis is the basis for a number of interrelated HRM activities
Human Resources Planning
· Knowing the actual requirements of jobs is essential for planning future staffing needs
· When this info is combined with knowledge about the skills and qualifications of current employees, it is possible to determine which jobs can be filled internally and which will require external recruitment
Recruitment and Selection
· Job description and job specialization info should be used to describe what sort of person to recruit and hire
· Identifying bona fide occupational requirements and ensuring that all activities related to R&S are based on these requirements is necessary for legal compliance in all Canadian jurisdictions
Compensation
· Job analysis info is essential for determining the relative value of and appropriate compensation for each job
· Job evaluation should be based on required skills, physical and mental demands, responsibilities, and working conditions—all assessed through job analysis
· The relative value of jobs is one of the key factors used to determine appropriate compensation
· Used to justify pay differences if challenged under human rights or pay equity legislation
· Info about the actual job duties is necessary to determine whether a job qualifies for overtime pay and maximum hours purposes
Performance Appraisals
· The criteria used to assess employee performance must be directed related to the duties and responsibilities identified through job analysis
· Jobs involving routine tasks—performance standards are determined through job analysis
· More complex jobs—performance standards are often jointly established by employees and their supervisors
Labour Relations
· In unionized environments, the job descriptions developed from the job analysis information are generally subject to union approval before being finalized
· Union-approved job descriptions then become basis for classifying jobs and bargaining over wages, performance criteria, and working conditions
· Significant changes to job descriptions may have to be negotiated
Training, Development, and Career Management
· Can identify gaps that require training programs by comparing the KSAOs an employee has and the KSAOs needed to do the job
· Having accurate info about jobs means that employees can prepare for future advancement by identifying gaps between their current KSAOs and those specified for jobs to which they aspire
Job Design
· Job analysis is useful for ensuring that all of the duties having to be done have actually been assigned and for identifying areas of overlap
· Having an accurate description of each job sometimes leads to:
·  the identification of unnecessary requirements
· areas of conflict or dissatisfaction, and/or 
· health and safety concerns that can be eliminated through job redesign
· such redesign may increase morale and productivity and ensure compliance with human rights and occupational H&S regulations
Steps in Job Analysis
1) identify the use to which the information will be put, since this will determine the types of data that should be collected and the techniques used
· data collection techniques employee interviews to determine what the job entails and what his responsibilities are
2) Review relevant background information, such as organization charts, process charts, and existing job descriptions 
· PROCESS CHART a diagram showing the flow of inputs to and outputs from the job under study
3) Select the representative positions and jobs to be analyzed 
· This selection is necessary when there are many incumbents in a single job and when a number of similar jobs are to be analyzed because it would be too time-consuming to analyze every position and title
4) Analyze the jobs by collecting data on job activities, required employee behaviours, working conditions, and human traits and abilities needed to perform the job, and using one or more of the job analysis techniques
5) Review the information with job incumbents
· Job analysis info should be verified with any workers performing the job and with the immediate supervisor
· This will help to confirm that the information is factually correct and complete
· Helps to gain the employees’ acceptance of the job analysis data
6) Develop a job description and job specification
Methods of Collecting Job Analysis Information
Qualitative Job Analysis Techniques 
The Interview
· Three types of interviews are used to collect job analysis data:
i. Individual Interviews—with each employee
ii. Group Interviews—with employees who have the same job
iii. Supervisory Interviews—with one or more supervisors who are thoroughly knowledgeable about the job being analyzed
· The group interview is used when a large number of employees are performing similar or identical work—a quick and inexpensive way of learning about the job
· Detailed questions regarding such matters as the general purpose of the job; responsibilities and duties; the education, experience and skills required; physical and mental demands; and working conditions
Questionnaires
· The major decision involved is determining how structured the questionnaire should be and what questions to include
· Some questionnaires involve structured checklists
· Each employee is presented with a long list of specific duties or tasks and is asked to indicate whether or not he performs each, and if so, how much time is normally spent on it
· Can also be an open-ended questionnaire and simply ask the employee to describe the major duties of his job
Observation
· Direct observation is especially useful when jobs consist mainly of observable physical activities
· Observation is usually not appropriate when the job entails a lot of immeasurable job activity (lawyer, design engineer)
· Not useful if the employee engages in important activities that might occur only occasionally (compiling year-end reports)
Participant Diary/Log
· DIARY/LOG daily listings made by employees of every activity in which they engage, along with the time each activity takes
· This can produce a very complete pictures of the job
· Supplemented with subsequent interviews with the employee and his supervisor
· The employee might try to exaggerate some activities and underplay others
Quantitative Job Analysis Techniques
Position Analysis Questionnaire
· POSITION ANALYSIS QUESTIONNAIRE (PAQ) a questionnaire used to collect quantifiable data concerning the duties and responsibilities of various jobs
· The PAQ itself is filled in by a job analyst—contains 194 items 
· The analyst decides whether each items plays a role in the job and if so, to what extent
· It provides a quantitative score or profile of the job in terms of how that job rates on six basic dimensions (1) information input, (2) mental processes, (3) work output, (4) relationships with others, (5) job context, (6) other job characteristics
· Info can be used to compare jobs with one another, and then used to determine appropriate pay levels
Functional Job Analysis
· FUNCTIONAL JOB ANALYSIS (FJA) a quantitative method for classifying jobs based on types and amounts of responsibility for data, people and things. Performance standards and training requirements are also identified
· Example: working with “things” literally means the physical interaction with intangibles such as desktop equipment (pencils, paper clips, telephone), groceries, luggage, or a bus
· Physical involvement with tangibles such as a telephone may not seem very important in tasks primarily concerned with data (such as data analysis) or people (such as nursing), but its importance is quickly apparent for a worker with a disability
· Also identifies performance standards and training requirements
The National Occupational Classification
· NATIONAL OCCUPATIONAL CLASSIFICATION (NOC) a reference tool for writing job descriptions and job specifications
· Compiled by the federal government, it contains comprehensive, standardized descriptions of about 30,000 occupations and the requirements for each
· Focus on occupations rather than jobs
· OCCUPATION a collection of jobs that share some or all of a set of main duties
· NOC provides a frame of reference for the boundaries of that occupational group—the jobs within each group are characterized by similar skills
· Classifies occupations into Major Groups based on two key dimensions—skill level and skill type
Internet-Based Job Analysis
· F2F interviews and observations can be slow and time-consuming
· The information is difficult to update quickly 
· The use of web-based job analysis surveys have become increasingly common
Writing Job Descriptions and Job Specifications
Job Descriptions
· JOB DESCRIPTIONS a list of the duties, responsibilities, reporting relationships, and working conditions of a job—one product of a job analysis
· A written statement of what the jobholder actually does, how she does it, and under what conditions the job is performed
· Most include the following types of information job identification, job summary, relationships, duties and responsibilities, authority of incumbent, performance standards, and working conditions
Job Summary
· Should describe the nature of the job, listing only its major functions or activities
Relationships
· The relationships section indicates the jobholder’s relationships with others inside and outside the organizations 
· Others directly and indirectly supervised are included, along with peers, superiors, and outsiders relevant to the job
Duties and Responsibilities
· A detailed list of the job’s major duties and responsibilities
· Each of the job’s major duties should be listed separately and described in a few sentences
Authority
· This section of a job description should define the limits of the jobholder’s authority, including his decision-making authority, direct supervision of other employees, and budgetary limitations
Performance Standards/Indicators
· Indicates the standards the employee is expected to achieve in each of the job description’s main duties and responsibilities
Working Conditions and Physical Environment
· Job description should list the general working conditions involved in the job
· Information about noise level, temperature, lighting, degree of privacy, frequency of interruptions, hours of work, amount of travel, and hazards to which the incumbent may be exposed
Job Descriptions and Human Rights Legislation
· Human rights legislation requires employers to ensure that there is no discrimination on any of the prohibited grounds in any aspect of terms and conditions of employment
· To ensure that job descriptions comply with this legislation, a few key points should be kept in mind:
· Job descriptions are not legally required but are highly advisable
· Essential job duties should be clearly identified in the job description. Indicating the percentage of time spent on each duty and/pr listing duties in order of importance are strategies used to differentiate between essential and non essential tasks and responsibilities
· When assessing suitability for employment, training program enrollment, and transfers or promotions, and when appraising performance, the only criteria examined should be KSAs required for the essential duties of the job
· When an employee cannot perform one or more of the essential duties because of reasons related to a prohibited ground, such as a physical disability or religion, reasonable accommodation to the point of undue hardship is required
Job Specifications
· JOB SPECIFICATION a list of the “human requirements” that is, the requisite KSAs needed to perform the job—another product of a job analysis
· A lot of the info can be obtained from the job analysis questionnaire
· PHYSICAL DEMANDS ANALYSIS  identification of the senses used and the type, frequency, and amount of physical effort involved in a job
· Identifying the human requirements for a job can be accomplished through judgemental approach or statistical analysis
Competency-Based Job Analysis
· COMPETENCY demonstrable characteristics of a person that enable performance of the job
· COMPETENCY BASED JOB ANALYSIS describing a job in terms of the measurable, observable behavioural competencies an employee must exhibit to do a job well
· Worker focused versus the traditional job analysis being job focused

1

