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MOI;ULE s _Jol? Evaluafion

JOB EVALUATION

31.1. Meaning and Definition of Job Evaluation - |
Job evaluation can be defined as a structured and organised methoq
assessing jobs and classifying them according to their utility in ﬁ?f
organisation. It also helps in designing compensation plans. It generaue
depends upon compensation variables (skills required for job Pefforrnancg
working conditions and job responsibilities) instead of employees. *F01:
example, the compensation variables for a junior-level engineer may
consist of bachelor’s degree in mechanical engineering, industrig]
experience of three years, and experience of two years in product testing to
ensure the quality and consistency. Group  of compensation
ariables which are used to determine wage rates will ‘vary, as some
ﬁariables are used for determining hourly wages, some are used  for
etermining salaries and some for evaluating performance on a task basis.

ccording to Edwin B. Flippo, “The systematic and 6rderly procés's of

measuring the worth of job within an organisation . is' called: job

evaluation”.

According to Kimball and Kimball, “Job evaluation represents an
effort to determine the relative value of every job in a plant and to
determine what the fair basic wages for such a job should be”.

According to Dale Yoder, “Job evaluation is a practice which seeks to
provide a degree of objectivity in measuring the comparative value of
jobs within an organisation and among similar organisation. It is
essentially a job rating process, not unlike the rating of employers”.

3.1.2. Purposes of Job Evaluation

Purposes of job evaluation are as follows: _

1) To regulate the real value of jobs, depending upon a syste
evaluation of job complexity %4nd to perform it autonomqusl)’o
through a set of pre-determined compensation standards, w1th9ul;

considering the characteristics and outcomes of. the real JO

performers.
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>



ob Eva]uation (Module 3) 97
J

their real value and to decide the
and logical job structure.

Payment of Wwages and salaries so

To correlate the jobs in relation to
complications associated with job

To render a logical base for equal
5) that equity is maintained.
4y To arrange Lh.e. j.obs according to their si¢ nificance based o job
functions, liabilities and other concerneq factors.
5) To attain and keep thorough informatiop of each
To develop a system for regular review of wage
7) To render a standard for employee’s career
3) To aid the emp.loyere in identi .'

2)

job or occupation,
rates.

Planning,.

OB

enever technology changes,
previous jobs like typing or manual adding, becomes less important

and sometimes completely not even required.

.1.3. Methods of Job Evaluation

"he methods of job evaluation are as follows:

Methods of .Job Evaluation
l
| L
Non-Analytical Methods Analytical Methods | :
: Factor Comparison Method
Ranking System .
'g)b d(f:lasglii:z:m % Point Ranking Method
rading .

1.3.1. Non-Analytical Methods

t such methods, all the jobs are contrasted against each other without
litting them further and evaluated under their various elements.
arious methods are as follows: .

' Ranking System: This method tends to arrange and rank the Jobs
according to their values from the simplest to the toughest or vice
versa, in a S€quence. There is no need to have the job descnptlons,
although they are important. At times, a series of grac.les Or Zones are
developed and all the jobs are organised under that job description.

It is very common to organise all the jobs as per their demand by
giving them rates and to classify them.

Generally, ope ch
Instead of r
Variableg.

- ‘whole job’
Ooses to rank the jobs as. I.J_f_il“‘:,t_h‘@ ‘Wh:i:ajtion
anking them on the basis of quantity. Of LRLn
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Advantages of Ranking System
~ Advantages of ranking system arc as
i) It is easy to explain this system
' Hence, it is an appropriate meth

well-defined jobs. i
ii) Itis comparatively cost effective and needs less adrmmstratiorl
iii) Less time-consuming, includes few forms an(.i less work, untj)
is carried-out to a detailed level, by the organisation.

follows:
to the employees (or a Uniq
od for small organisationg Wi

Disadvantages of Ranking System
Disadvantages of ranking system are as follows: i
i) The specific job demands like skills, effort and responsibij;
are usually not evaluated individually. More oftep,. a rater
judgemental view seems (o be heavily affected by current wag

rates. 4

ji) This system only develops a job sequence, but it does p
"denote to which extent it is more significant than others. It on
provides ranks and tells us whether it is higher or more comple
than another one, but does not shows the gap exactly. 0|

2) Job Classification or Grading System: In job qlassiﬁcatic
method, jobs are grouped into different grades, each grade holding
specific class description and very often a pay scale is also used fi
making comparisons. It is a strategy of organising a job as per tt
current responsibility and duty related to the job. The grac
descriptions are the results of the preliminary information about ti
job which is  generally taken from the' job- analysis. Aft
formulation and study of job description and-job specification, jol
are categorised into classes or grades which indicate various pi
scales. Certain jobs may then be categorised together into a comm(¢
rank -or classification.” Basic' grade descriptions - are. specifical
written for each job classification, and at the end these are utilist
as a benchmark for allocating a specific pay scale to every.job. |

Advantages of Job Classification System R

' Advantages of the job classification system are as follows:
i) As this method does not demand for extra time or any kind

- technical help; it is simple to understand and operate. -

ii). As a system, job classification allows the adrhiniStréitioh to de
- . with different job functions at the same time. SRR
- iii) It easily resolves the pay determination issues by grouping !
" the jobs into a classification. These pay grades ‘are set for &

3 » ‘ . A

" “delegated to ‘every job classification,




.» b Evaluation (Module 3)

Disadvantages of Jol Classific

Disadvantages of j ' i
D Job t,; 3 thc.Job lelSSlﬁcallon system are as follows:
classification  influences 1 i
perfortince and e - s ] ¢mployee efficiency or
nerarchical relationships. H
s ships. Human
ad.zl:tr.ces may be re-deployed and they may face difficulty in
_]f Ing with new atmosphere and people. It may affect the
| performance due to changed standards.
ii) In the absence of a detailed job analysis, the judgement with
respect to whole job range may provide a wrong categorisation.
ii1) When the.number of jobs is more, the job classification system
is hard to implement.

iv) Understanding the influence of job’s rank of a person on the job
is a complex task.

v) This system is inflexible and inappropriate for big organisations
or for jobs with varied nature.

99
ation System

3.1.3.2. Analytical Methods

alytical or quantitative method includes the breaking down of jobs
to elements and giving a final and overall rank order score for each
¢ lement. The various analytical methods are as follows:

) Factor Comparison Method: In this method, jobs are analysed
through benchmark values. It involves determining those jobs which
include more number of compensable factors than others. In this
.case, the analyst or the evaluation committee opts for some ‘key’ or
‘standard’ jobs for which they have clear job descriptions within the
organisation and in the competing organisations as well. They also
opt for the standard jobs holding pay grades, which are agreed upon
.by both, the management and labour. In this. method, every job is
given a rank, one at a time for each selected compensable factor.

Advantages of Factor Comparison Method |
. Advantages of the factor comparison method are as follows:
‘i) Itis an organised and computable method in which explanatory
" guidelines are provided. . - , :
ii) To determine a relative value, jobs are compared to other jobs.
~iii) This method can be easily understood by employees. i
iv) There is no restriction on the application of values to each
. factor. - :

~
S

Disadvantages of Factor Comparison Method

Disadvantages of the factor comparison method are as follows: '

i) Expensive installation and a bit hard to execute for one who is
not familiar with the basics of job evaluation method. |

A e
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n wage levels with time, and their -“ﬁnq .-

dified to align all the jobs.
money rates tend to affect lhg ;

100 .
ii) Changes take place 1
deviations may be mo

iii) When used as a basis of rating, mo
actual rate more than the abstract point. b
iv) The system is comp]icated, so it is not properly . understooq by :;

all employees. s

. . . mhic ic the most commonly used methy,,

2) Point Ranking Method: This is th o
) of job evaluation. Firstly, it recognises the number of compensap |
factors (i.e., a variety of job characteristics) and. secondly, . |

84 h of these factors 1s avai.l.able,ii ‘

determines the extent to which eac : .
the job. Each factor holds a different number of points. AS‘SQQn'm‘g{ |

the degree of each factor is analysed, the equivalent. m,]mbel'}i)f |
points of each factor is combined and the tota.l value is achieyeq
. This method relies upon the belief that it is possible to give points (f
" individual factors which are important for evaluating the job "oleah
individual. Total of these points gives an idea about the -relative |
importance of rated jobs. ' 4 , e

‘-‘.'

Advantages of Point Ranking Method . ol el B
Advantages of point ranking method are as follows: TRt |
i) Points are given to each factor which makes it easier to “auog;até |

values to sum of job points. Bt e S
ii) This method is easily accepted by the workers. ..+ o2 |
jiii) The system-cannot be manipulated easily. = - LA
iv) A large number of jobs can be handled- by this method and it

_also seems to be stable as.long as the factors.remain relevant. ...

S OSIERIE

s et
le. &

Disadvantages of Point Ranking Method U IR Bibo
Disadvantages of point ranking method are as follows: . | ;A 0N

i) Installation and creation of this system is expensive. . ey

ii) This method consumes a lot of time in defining job factars and

it is also clumsy. ; : AR v Bhent el

iii) If numerous rates are used, substantial clerical work;is réc]ui;qd

in recording and concluding the rating scales. .. - . : _«f

iv) It is not easy to determine the level of factors present. within the
factors and finally allocating the values. i ik il

3.1.4. The Job Evaluation Process

Similar to the job analysis process, job evaluation is never a ‘one and
done’ activity. Job evaluation should be conducted regularly and, like
job analysis, not only when an incumbent is vacating a position. A job
evaluation should be conducted in° conjunction with the job analysi’
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process on a regularly scheduled b

! asis (e.g., annually) and/or as
circumstances and needg shift,

| Which 'may - require a-:more. ad hoc
nssessment of a particular job or job family. While this may seem like
in arduous project to have to take care of on an ongoing basis, it is
inctually much easier to condyct Job evaluations in a proactive manner

years and then have to deal

b4

nditions, the result may require
y in which multiple incumbents
ikely disrupt an organisation’s
be significant and also could
impact many employees. Moreover, there is also the ‘possibility in some
ituations that an ‘overdue job evaluation may ‘result in an organisation
aving to provide its job incumbents a retroactive pay increase for the
time that elapsed while:they were working in a job that was undervalued
and therefore not providing fair and adequate compensation for a period
of time. This is the reason why every:.element of a job —_its job title,
qualifications, working conditions, tasks and responsibilities, and pay
grade — must all be in alignment and reassessed regularly. The costs of
conducting appropriately:- timed job ‘analyses and evaluations are
minimal compared"to-the ‘costs, headaches, and potential legal risks of
making them a low-priority task (or ignoring them altogether).

or changing external market/economic co
% drastic pay shift for a job or job famil
are already working. This shift will |

Sométimes, - external * conditions and circumstances beyond an
organisation’s control will: drive the need for a job evaluation and the
determination of value for either a new or existing job. Perhaps the most
pivotal societal shift that . has impacted jobs in recent years has been the
technology and Internet evolution. As now societal trends and shifts
affecting’job 'value' and:the: supply/demand’ of the KSAOs, which means
an organisation should consistently assess its jobs and their value to be
proactive -and prepared to adapt to unplanned needs with minimal
disturbance to- compensation equity and structure. Some considerations
for organisations’ as ‘they evaluate job value and compensation structure
may include the current-and planned budget for pay and benefits, the
number and type of in-demand, highly specialised, or niche Jjobs needed
as part of the workforce; the organisation’s strategic plan and long-term
objectives; the organisational culture,-labour market trends, the practices
of similar organisations, and industry standards. Having a standardised
job evaluation process in place will enable an organisation to assess the
value of its existing ‘and: projected jobs, both in a strategically planned
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manner and
on an as-needed basis. Figure 3.1 depicts the elemenyg
I; which is explaj i

typicall - .
yscompiise-a job evaluation process MO e

beIO\V: e .0 y 3 »
" Obtain KSAOs, qualifications, working conditions: and
ilities from job description

essential duties/responsib//__

Examine all eleme
i od, assigning

rating/weighting evalu
each element
for each factor together, and add these :
e aggregate value for

Add points
rmine one ag

subtotals together to dete
the job
valuation Process Model :

7 Figure3.l: Job E ‘ : o

3.1.4.1. Step L: Obtain Job KSAOs; QUalifications', Work
and Essential Duties s T
rocess should ‘be’ fairy

Conditions,

This first St€P in the job evaluation P _

straightforward and not require 2 great deal of effort, as long as’thej

ion 1 date. If the job descri ‘ |
be conduct

proceeding- Essentially, the will be broken
the objective rating and weighting O )
j i s - KSAO " réquirement

Lk
‘“J

Y v‘<A
—— v— \O 0 <A O\ W\ %= W\ -

-+ jncluding 1S _
nd responsibilities

job,
ntial duties an

and working
compensation. These elemen

factors and allow for the s

of similar job elements across

nt that has some 'degrs

Compensable Job Factors =~ ' oo 0
job eleme
contribute: to 1ts 0V¢ ]

Compensable job factors include any
of monetary value to tion and will

worth.

the organisa
rms of 'their-compcnsable factors, but these gener!

s will-be relevant and cover all the job elements among 4
n’s jobs, regar :on or level. Some jobs will hay
] educational r¢ ortable worki%
e other jobs ; 100}
i e or harsh wor 1

demanding §
ire a-large num

ow complexity, W

i »
~n — -
~s —~ o~ ~ ~ - . — - 2
e L

categorie
oorganisatio
a high-leve
conditions, - whil
but come with 2
Some jobs will ‘requ
msponsibilities that are 1

quirement

- - ey R
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“All these variations have to pe higher ¢, 103 <

A mplcxil
|, yol¥ nsable factors Quantitay; Y or ris
V0 of compe€ . €nables 4 vely assesseq. Tht

uscfessional " COIl])Sauslégn(;nﬂTf ability to examinuem:n Tesources (HR
o nine 2 v.allle luati o woruand imponanzmh Job elemen, an(}
| gete of the job evaluation process. Examples fc, which is the by

| ctep ginc]ude the following: of compensabs | xt
factogb,SPeCiﬁc Knowledge, Jobs

1) ducational Requirements,

12) | of Autonomy,
: Igs:,,;e of Accountability,
L 4) D ecision-Making Authority,

o,

| ersonal Relationships,
{7) mtsg: Environment Conditions,
8) ¢ hedule/Shift Needs,
110) Work—Related Risk/Safety,
| 1) Task Quantity,,
112 Task Complexity,
¥ 13) Task Frequency, and
14) Physical Demands.

13142. Step 2: Examine Compensable Factors Using the
Rating/Weighting Evaluation Method | | |
} Though there are different job evaluation approaches that focus more on
§ non-quantitative methods such as relative comparisons between jobs and
¥ .nk ordering, the job evaluation approach and involves the use of a
{lquantitative methodology consisting of numeric ratings and the
'weighting of compensable factors. While non-quantitative methods are -
Pcertainly viable options, relative standards of measurement such as job 1
L comparison and ranking do not provide information regarding the actual
Jldistance between jobs, nor do they provide an overall numerical score
‘Pbased on the rating of a job on specific criteria. If the goal is to develop
{2 standardized approach that is objective and yields quantitative data, it
$is recommended to implement a consistent and quantifiable job
glevaluation strategy using the point-factor rating method.

pproint-Factor Rating Method U antifiable

( ach.. compensable factor should have a ,s_tandardized, qul e
giefinition that explains the factor as well as the different levea: s

% a;;tor to evaluate the scope and extent to ‘which it may 'ztli%:' R
o e deyels, withifiteach compensable factors dE Loy gimin
18 ¢red and a numieric point factor can be _;aSs:igt__l'fe(i}Pt_e?c SRR Ees
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each definition. The point factors.can then be accrued: for all rq),.

 compensable: factors in.this step .of the proces

determined for a job are ultimately addegl togesthg-"toth;egg‘“ts lhatv ::

score for the value of that job, which is the final ste € an g
evaluation process. Point Factor is a numeric value that rp I the joh

extent to which a compensable job factor exists within ajogpresieh
right or wrong way to set up these point-factor definitions andTherel
they must be consistent, logical, and organised in rank order frlevels by
to highest level. Moreover, an effective approach would } om gy, Wey
reasonable number of definitions per factor that is nej thee to ﬁnd
(which will not prov1de much insight or distinction among ;btoo S
large (which will require extensive job documentation to irahii)aﬂor to,
ular differences). What if the compensable factor of educatltoen S;l{c
33

gran

defined by three point-factor levels: s vl :

1) High school diploma or GED, 4 ity AR
2) Associate’s OT bachelor’s degree, and '

'3) Master’s and doctoral degree?

This number of levels is really not adequate enough to fully ‘assesd th

worth of each higher-education” degree and' theré is quite a bit oef
difference between an associate’s and-a bachelor’s degree and a masters
and doctoral degree. These degrees grouped together, as in this exampl,
would limit an accurate weighting ¢ and evaluation of the worth of eachy
the organisation. Conversely, consider a compensable factor such a

task frequency defined by way too many levels
1) 0to 5% of work time, - et -
2) 6% to 10% of work time, RN e G T
3) 11% to 15% of work time, S ot YRS
4) 16% to 20% of work time, ' S LA G
| 5) 21%to25% of work time, 0u .
6) 26% to 30% of work time, and so on. "

Table 3.1: Example of Point-Factor Levels for an Educatlon Requlremenl

Compensable Factor ,

: Compensable Factor — Education Reqmrement d

[ Level/Points | Level/Definition . . ‘ wsr e sl T
1/10 pts High school diploma or GED \ o a o T
2/20 pts Specialized trade certification : -y g
3/30 pts Associate’s degree i 2 oty . S
4/40 pts Bachelor’s degree s Ay ¥ i
5/50 pts Master’s degree : : BN
6/60 pts Doctoral degree . - 2
definition - should refled

The number of levels within each factor 4
reasonable differences that represent increments of worth. Now cons
. =4
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gal’? cough 3.4 for a few exam

0 o5 37 . ively defined with
N quantltﬂﬂ"c Y ' Corresponding po; Sable
N2 be 0 les, there are a relatively consisten ""mb':t factors, c:::,m
TOf Icv S nf
S, and each

) 3xﬂmp . t distinction .

pse O s a signific! from the prior leye gy o

P e and the p,
Xtleve),

mple of Point-Factor Levelg -
a

Tab Experience Compensabie FactorReIevam Work

t ensable Factor: Reley
: tscom Level/Definition ant Work Ex erience

A | eVGVPO,m Less than 1 year :

/10 22 1-3 years T
720 P ' 4-6 years T e
s — [7oyers

/40 Y 10-12 years » o L

e 3.2¢ Exa

%/50 ptS 13-15 years ey N
{7g/60 p1S More than 15 Years .- AT e |
‘ . Example of Point-Factor Leve a Task ¥ '
Table 33:E ; Compensable Fact(l)i tor.8 Task Frequency
Compensable Factor: Task Frequency
L ooints Level/Definition X 14 P TR T
‘1‘(') . |Less than 15% of total work time
_{,20 s 16%-30% of total work time
730 pis 31%-45%»of total work time
40‘ 1 46%-60% Qf tQtal work time
50 pts | 61%-75%.of total work time ©
60 pts 76%-90% of total work time ,
70 pts | More than 90% of total work time

Table 3.4: Example of Point-Factor Levels for a Supervisory
Responsibility Compensable Factor

Compensable Factor: Supervisory Responsibility
evel/Points Level/Definition ,
1110 pts No supervisory responsibility
/20 pts Supervises 1-5 employees, but does not oversee an entire
_ department/shift ' ’ |
/30 pts Supervises 6-10 employees, but does not oversee an entire
‘ department/shift SR
40 pts Supervises 11-15 employees, but does not oversce &l entire
department/shift N
?50 pts Supervises more than 15 employees, but does not oversee an
% entire department/shift RS
Pts iz, Supervises 1-10 employees and oversees an entire
1o department/shift S s
pis Supervises more than 10 employees and oversees an entiré ‘
department/shift s ootk
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Factor Weights ,

Factors should be wcightcd based on lhcucxtcnt to which they i
S s . el reater the value a facto ;
organisation’s objectives: Thc' gre e r has Y
= s hieving 1ts objectives and sustainin 0 g

organisation in terms of ac e
: i factor weighting shoul 3
and strategic goals, the higher the ghting should be. Each .

; o percentage, nd the weights of all the factors p
li:\crggrs::tl:gczx;%thl ‘j)gb evaluation should “‘_timmely Saral lm;:br:ﬁ
consider the factors that just defined and a S,S'.g"cg points (o illustray, rﬂ%
calculation of factor weights. If an organisation cetermines that reje,

O e is the most valuable factor of this group, followcd"».
work experien ency and supervisory responsibility having %j

518 vige §
’:

) -+ task frequ N .
edtllc:ugz;]\;::’wei hts could be set up in the following manner:
value, ‘e 35%
Relevant Work Experience 25‘72 ”

Education

Task Frequency - 20%
Sugervisog RCSQOHSlbllltX _2_(&72__
L,//_;@zo__

Total
is a percentage representing the extent to whic |
anisation’s objectives. ;

i

Factor weight .
compensable factor impacts an org
This type of weighting syStem.vis not unlike an academic szSé’SSmer_
weighting system that you may likely see on a course syllabus, in whjg,
research paper is detegnined to be the most critical element apq }
weighted as 35% of a student’s total course grade, followed by exan
which are averag d as 30% of the grade, a presentati

ed and weighte
which is weighted as 20% of the grade, and attendance/participati
weighted as 15% of the overall course grade. As you may imagine, there -
la or correct’ answer for “setting facto; weights; it rey
depends on the needs of the organisation and how each factor adds its oy -
value in terms of enabling the job incumbent to contribute to produ
outcomes that are in alignment with organisational objectives. Tt {
important to note that there should be consistency and agreement amo
the factors and their weight ‘for similar jobs and job families. For exampi
an HR professional should be able to examine all the jobs with supervis
anisation and validate that (a) supervis

responsibility in an OIg
factors included in the Job evaluation for ev

responsibility is one of the
job and (b) that the factor is defined and weighted consistently among

the jobs, even though they are in different departments or business units.

3.1.4.3. Step 3: Add Factor Points Together to Dete

Overall Job Value
The final step in the job evaluation process is to calculate a weight

value for each compensable factor by multiplying its point rating S¢
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its respective weighting pereent
ogether to determine

jepict how the point-
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age, and then add those numbers
an overall job value. The following examples
factor ratings and weighting percentages used

ogether epable the objective assessment of job value across disparate,
Llm_clmedjobs.
Table 3.5
-‘J’C;B"r Senior Accountant
"Relevant Work Experience | 40 Pts X 35% = 14.00
~Education

50 pts X 25% = 12.50
“Task Frequency 30 pts X 20% = 6.00

Task Complexity 60 pts x 20% = 12.00
“Total _ 44.50

Job Front Desk Receptionist

Relevant Work Experience | 3¢ Pts X 35% = 7.00
Education 10 pts X 25% =2.50
Task Frequency 60 pts X 20% = 12.00
“Task Complexity 30 pts X 20% = 6.00
“Total 27.50

Perhaps the most important benefit o
&)rovides the standardized ratin
used across jobs to ensure accy

f the point-factor method is that it
g and weighting of compensable factors
racy, objectivity, and consistency.

There is virtually no subjectivi

ty involved when evaluating a job’s
worth using this assessment tec

hnique. The point-factor method is a

' 4 unique combination of
Eompensable‘ factors with varying point factors, these values will

verlap among the jobs in an organisation. This is why the job of junior
accountant may be classified in the same pay grade as the job of help
esk = supervisor or HR coordinator within an organisation’s

obs are quite different from

reduce the likelihood of pPay compression

» Which occurs when the pay
among a set of jobs is very similar

— clustered together — even though

they are quite different in terms of job factors.
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developed in-hq
. int-factor plans can be use
and new hires. Point fgc . :
emplt?:see(:is as off-the-shelf prebuilt systems, OF CUSttOTiT(l: (:t;vemped 'b
p‘01:10su1tants specializing in job evaluation and strateg mpensatig,
C a “ .
s, tion issue that occurs when the
ion: A compensa
v Ii:airgso ?nll);ﬁ;&a set of jobs are clustered together, even whep the
l .
jo%)s’ compensable factors are very different.

2) External Equity: The extent to which an ipternal job is e
and in alignment with a comparable external job.

3) Internal Equity: The extent to which one interna} job is €quitah,
and in alignment with another comparable internal job.

Quitab],

3.1.5. Hay Group - Pio,neer‘in J.ob E\(aluation
“Hay” is not an acronym. Hay Group® 1s an 1nternational or
and human resources consulting firm with more than 2,00
that was founded in 1943 by Edward Ned _Hay.
a pioneer in the human resources community,
the compensation issue of measuring jobs.

ganisatiopy)
0 employeg,
Hay is considereq to be
particularly with regard t

The Hay Group Guide Chart Profile Method of Job Evaluation is

most widely used single job evaluation method in the world, being useg
by over 7,000 profit and non-profit organisations in some 40 countries
While it is perhaps: best known for itg -application - to managemen
professional and technical jobs, it is also extensively used for cleric
and manual jobs, and when a single top-to-bottom evaluation method i
required as the basis for integrated pay

Job Dimensions

In the Guide Charts, the re

quirements of %1 Job are regarded as unive
and are termed factors, the

se being sub-dirided into “dimensions”.

i
H

G S |




1y Know How: ‘kn e |

1 of knowledge a(::; H(])(\iv Is defined as the “sum total of every kind
acceptable job PEonnia“’ Jowever, acquired, and needed for
how: nce.” There are three dimensions in know

1) PraCtiCal/Technic
depth of technj
performing a job.

ji) Planning, Organising.

Knowledge: A job’s requi
impact the achievement o
objectives, such as plannin
controlling financial, physi

. Kno_“'l_edgm The necessary breadth and
cal/specialized knowledge for effectively

and Integrating (Managerial)
red managerial responsibilities that
f functional/departmental goals and
g, organising, staffing, directing, and
cal, and human resources.

iii) Communicating and Influencing Skills: A job’s required
interpersonal and communication skills for effective interaction
with all internal and external stakeholders. |

Problem solving: ‘Problem Solving’ is “the amount and nature of
the thinking required in the job in the form of analysing, reasoning,
evaluating, creating, using judgment, forming hypotheses, drawing
inferences, arriving at conclusions, etc.” There are two dimensions
in problem solving: _
i) ~Thinking - Environment: The environment in which the
thinking takes place.

ii) Thinking Challenges: The challenge of the thinking to be
done; the novelty and complexity of the thinking required.

Problem solving is always expressed as a percentage of know how
since it directly relates to how one uses the knowledge which he or
she must have in the job to solve the problems which are
encountered as part of that job.

Accountability: ‘Accountability’ is “the answerability for action
and its consequences. The measured effect of the job on end results

or systematic guidance and control on the job.

job affects or brings about the results expected of the unit or
AP Ea vy o

function being considered. -

b
a

1) “Magnitude” is the size of the function or unit measured in th
most appropriate fashion. ' B e

!

in the organisation.” There are three dimensions in accountability:
1) “Freedom to Act” which is the extent of personal, procedural

ii) “Job Impact on End Results” which is the degree”t%ﬁ hléhht]f‘é
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4) Working conditions: ‘Working Conditions’ 18 the fourth facto,
which also exists. It assesses the environment in which the job
performed. Working Conditions are made up of. four dimensiong:

i) “Physical Effort”: Jobs, which may require levefls of PhYSica]
activity, which may produce physical, stress or fatigue. .

ii) “Physical Environment: Jobs which may include EXposure ,
unavoidable physical and env1roqmenta1 factors which INCreag,
the risk of accident, ill health or discomfort to the employee,

iii) “Sensory Attention’’: qus w.hich may require. concentrateg
levels of sensory attention (i.e., seeing, hearing, smelling
tasting, touching) during the work process.

«Mental Stress”: It refers to exposure to factors inherent in th,
work process or environment, which increase the risk of sy
things as tension or anxiety. _

iv)

Each of these four dimensions is measured according to duratiop
intensity and frequency. All of these factors are evaluated in each job
evaluation and the cumulative total is a total point factor for the
position. Because jobs have so many different variables it is possibls
that a job without a high score in ‘Know How’ but with sever
‘Working Conditions’ could result in the same number of points with a
job that has the opposite components. For example, an insurance clerk
and a bus driver have few job responsibilities that are similar, but might
be gvaluated in total at the same point level.

Factor Intermediate School Bus Driver
' Insurance Clerk | 28 M bk TP <
Total Points 155 : 155
Know How 100 : 87 : bl
Problem solving 19 16 pEkE L
Accountability 254 ‘ 7o - - RN
Working Conditions: | Physical effort 2 Physical effort9

Physical environment 1 Physical environm
Sensory attention 6
Mental stress 2

for individual factors their total points are the same and the
jobs are considered to be of equal value. Obvi‘ously' thetralneaﬁﬁv
must consider the ratings awarded to a Senior Insur: i
Junior Insurance Clerk to maintain the integrity of the
families when evaluating the Intermediate Insurance Cl
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1 ile these jobs have been evaluated individually important concepts are -
tency of application and the establishment of benchmark positions.
il a1 sitions within an organisation are evaluated in comparison to the

| : ﬁe nchmarks using a consistently applied evaluation tool.

{3.1.6. Determining Compensation using Job

gyaluation Data ,
| Once 2 job’s value has been established through an accurate job
'}l cyaluation process, that information can then be leveraged to determine
! he appropriate compensation that is fair as well as market competitive.
| The comparison of internal data about a job, including its job
description and value, with external job data sources is referred to as a
benchmark analysis. An external benchmark analysis can be conducted
1o assess the extent to which an organisation’s compensation package
for a specified job or job family is aligned with the compensation of
J gimilar jobs in other organisations. An internal benchmark analysis is
|another effective technique to examine alignment and consistency of
| compensation across jobs, with this method focusing solely on the jobs /
| within the organisation. There are many jobs that are not unique to

solely one department/function or geographic location, and they should

'be identified in order to classify them into consistent pay grades.

| Consider how many administrative assistants or project managers an

| organisation may have in different areas, or how many different types of

| nurses exist in different departments of a hospital.

— e B € W B B o ar—

' Conducting regular compensation benchmark analyses is an important
business strategy for a number of reasons. From a macro organisational
llevel, benchmark analysis enables the creation of a competitive
compensation strategy that is consistent with organisations similar in

size and industry. Data obtained through regularly conducted
benchmark analyses provide the information that organisational leaders

and decision makers need to sustain a talented workforce that is
compensated competitively and consistently while also!adhering to /

2

b“dgetaljy parameters. to ensure fiscal responsibility;;f"Fro‘m"j an HR |
gerSPeCtlYe, this type of assessment helps to guide HR professionals aggf
|Ucpartmental/functional managers on budget planning decisions

{'quired for hiring for existing and/or newly created Jobs‘:’defenmmig

romot; ’ ;
{Promotions, and offering pay increases and bonuses. «

=

>

Comparisg
B enchm ark
orkforce

Y

found inl the
tions remain

n of Internal Job and Benchmark Job
job is a type of a defined job position

o

e

for ~Which pay, legal and other Spec’;fic
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" consistent across the industry and can be used to ma}ce pay Colrlnpans?ns
and. job evaluations. The term key job may be applied. Benchmark jq,
related data is useful to both employers and efnployeeS- Employ‘ers cap
use it to check employees’ level of respor}sibihty and salgrg cor}s1stency,
and efﬂployees can use it when negotiating for a new 1]0 gr or g pay
rise/increase in responsibility when they’re already employed. 2

A benchmark job is one that is similar to an existing job within 4,
organisation and can accurately and reliably be us.ed for comparatiy,
analysis. It is important to note that benchmark jobs should not be

determined solely by the similarity of one common job element. [ |

particular, job titles may look similar and appropriate for benchmarking

but could be very different from each other when you comp_ar.e their

KSAOs and essential duties and responsibilities. When determining the

appropriate benchmark job, there are several important factors to

consider: , o , i

1) How representative is -this job in the external market—is it fairly
common or niche and very specific to the organisation?

2) How do the KSAOs of the benchmark job match up to the job being
evaluated? o '

3)
the benchmark job with the job being evaluated

? Do they share at
least 70% of the same duties and responsibilities? ;

Market de Line
23010001 i Salary (in dollars) — Pay Grade e 225,000
= - 200,000. -1
L , TR 175,000.-1°
150,000. -7~

150,000' . ‘ . A 125’090"—'

2 K 100’000, - B
100,000+ 75,000.-9""

50,000.-1""
50,0004 25,0(_)(2,,1'9 ] ]
0 —4— g el g Ligd g liily gy
1

2. #30% g gd T5h VG RIS e
Figure 3.2: Market Pay Line Example

The data collected from ali the benchmark jobs can be examined alon

with an organisation’s jobs in differe

: nt ways to determine the extent to |
which those jobs are within a reasonable

range with the benchmark
jobs. A common approach is the use of

a market pay line, or pay |
curve, which is the graphical comparison of the benchmark jobs' pay |

and this may facilitate a cleaf} 1
understanding of how all the pay data points align with each other. I8

with the organisational jobs’ pay,

statistical terms, this market pay line essentially depicts a simpl®

How closely aligned are the éssential duties and responsibilities of

|

o

RN

3

&

L

A
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X rCSS'ion anal.ysis. If you recall from a statistics course, a regression
Jnalysis Rrov1des a line of best fit after graph’ing external
benChmark,mg pay data points with data points for the internal job. If

¢ regression re.sults show that these data points are not within rar;ge
of each otper, it is an indication that something is amiss and re-
eva]uation is necessary. A market pay line can be a valuable measure
0 either determine if existing wages are in alignment with external
market data or establish: pay ranges for new jobs that need a pay
structure by graphing their job evaluation points rather than pay data
oints. As in Figure 5.3, a market pay line will show how the data
form Pay ranges that provide the minimum, midpoint, and maximum
pay for the d.ifferent pay grades. This graphic can also display any jobs
with pay points above the maximum or below the minimum of the

range, referred to as red circle and green circle rates.

It is important to remember that a benchmark analysis will not be a
cJean and straightforward “apples to apples” comparison. Organisations
will vary quite a bit in terms of the elements that factor into a job’s total
compensation package. For example, one organisation may offer a pay
rate that is 15% less than a comparable job in another organisation.'
However, the organisation with the lower-pay job may offer full tuition
reimbursement ‘that the higher-pay organisation does not offer. Perhaps
the higher-pay job also requires a bit more monthly travel in that
organisation that is not required for the comparable lower-pay job in the

These elements do add up and may shift the total

other organisation.
compensation somewhat, and this is an important consideration when

conducting external benchmarking.

Unless you have first-hand knowledge of every job factor and every
element in another organisation’s compensation and benefits package
. (i.e. their job evaluation), you will not exactly know the rationale behind
any variance. This is especially important to consider when using
compensation data from a single organisational source for external
benchmarking compared to using compensation data that are an
aggregate of multiple organisational sources.

By examining external market compens_qti()n”data, an HR professional

or consultant can accurately group different jobs' that have similar
market pay rates into the most appropriate pay grades, which ' are
essentially categories structured by pay! ranges in which jobs will be
organised for compensation planning. This is where having external
market benchmark data is extremely vaIUéblé, because this' Wé'g'é'idatzii
can help determine the pay range for each job or job family.
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o : sation Benchmark Data :
Establishing Pay Grades Using Cg;mi,:tg pay grades as part of their

nisations will often group jo ing i valuatio
?orrgr:;)ensation structure. The importance of condugt}ngsj(t{:’oﬁl differe?li
is obvious here, because there will bedffntal;rl? g a(;pf-gpriate pay grades

; : rised 1nto ’
functions/departments being catego monstrating the overall value

tifiable data de ; : 1
arfld ﬂlﬁr?oge?ﬁiéz ?: tcllll:.ﬁnsupports proper plac.eme.nt 1nto 1t$ respc?ctlve
([))a; agraée :I‘here is typically a minimum, a midpoint, and a maximum

. cludes the full pay range appropriate to any job
flcm);tegect}; glr::s?ﬁt:gti:lnt(;lat grade. Organisations commonly use the 50th
percentile, the mean, or the median of the external pay data} collectec}l-i as
the midpoint of the range for each pay grade, but this may s .ft
depending on the organisation’s compc?nsatlon stratefg.y. ‘For example., if
an organisation wants to present a highly competitive and ap;_)eahpg
compensation package to job seekers, then the pay grade nu.clpoxnt
should be higher than the 50th percentile. Conversely, . if .the
organisation has excellent benefits or programs that appeal to job
seekers, it may prefer to set the pay grade midpoint under the S0th
percentile because a lower market rate pay structure will be balanced out
by an exemplary benefits package. )

114

When it comes to developing a pay grade structure, there is no right or
wrong - numbering system, but the system should be transparent,
consistent, and error free. Depending on the size of the organisation’s
workforce, a pay grade system can consist of as few as three grades or as
many as-20 grades. Non-exempt and exempt jobs can share the same
grades or be separated out into two subsystems. An example of this
differentiation may be to categorize all non-exempt jobs into pay grades
ranging from 1 to 9 (single digits) and all exempt jobs into pay grades
ranging from 10 to 20 (double digits). Once pay grades are established,.it |
is a good idea to examine the pay for every incumbent to determine lf | ,
tl?ey are within range for the job they are currently in." Any inequity.or |
disparity issues with incumbent pay not falling within the range fof"iiis or j
her pay grade can then be identified and resolved through correction or |
justified with a rational explanation. (There should be an exceHenf;fiégaiﬁy;' il
compliant rationale for any issue not corrected in a timely manner.')w"f T

- S84

Once pay grades are established, there are different approac Lo
structuring the pay ranges among the grades. Broadbanding is aﬁt&be,gf:; {
pay grade strategy in which there is a set amount of overlap from one. B
pay range to the next. Specifically, the maximum or high end of a pay.
grade will overlap with the minimum or low end of the next el
This overlap reduces a large number of pay grades into fewer.
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with a gr

o anE spex. I adiiont0 gt simpliiy an

Lefit of broadbandine i ning and administration, a significant
ber x Ing 1s that it facilitates a more gradual and seamless
pay Progressions as incumbents receive increases over time, as well as
promot10n§. With broadbanding, employees will not have to receive a
huge pay Increase when they get promoted to a higher-level job in the
next pay grade. Thej promotion will typically come with an increase that
is as, rpuch as oL Sl}ghtly higher than the typical merit increase without
requiring a drastic jump in pay, which could have a negative impact on
budgetary resources. Broadbanding enables an organisation to reduce its
hierarchy in favour of a flatter design and provides managers with a
structure that offers greater ease and flexibility for career development,
promotion, and pay progression for their staff.

Table 3.5 depicts a sample pay grade design and how jobs at varying
levels from two different departments may be categorised within this grade
sructure. Even though the numbers do not align perfectly in this
hypothetical pay grade structure, they are pretty close. The HR assistant
and the accounts receivable/billing clerk are two completely different jobs,
but their median pay is roughly the same and places them right around the
Grade 10 midpoint. The same similarity can be seen with the HR specialist
and accountant jobs, which are again quite different, but the median pay
for both jobs would place them at approximately the Grade 11 midpoint.
Lastly, with the HR manager and the accounting manager jobs, they are
still fairly close in their median pay, which would place them in Grade 14.

Table 3.5: Pay Grade Design Based on External Benchmark Data

Human Resources Department — External Market Benchmark Data —
National Median
HR Manager $109.110
HR Specialist $57.180
HR Assistant $39.020
Accounting Department — External Market Benchmark Data — National
Median

3.17. Legal and Ethical Considerations for Job

Evaluation :

The most intrinsic part of a job evaluation is defining the ‘essential
functions of a particular job. Job functions must be properly defined in
Orfier for employers to comply with the laws, and discrimination. By
using the job ranking method and one of four methodologies, employers
can determine an accurate description of the essential functions: of any
Job and maintain compliance. ' s
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1) Interview Method: The interview met'hodolf)gy lse:)hn:d “.'ay.of
defining ' essential job functions. The mterv1l;31w rpb-h ]dm job
ranking generates descriptive datz} z}nd enables JOd 0 ders 'to
interpret their own activities. Dc_ascnppve c!ata are used to lc!eptlfy
the essential job functions. A skilled Interviewer can ask additiongy
questions into sensitive areas, generating data .that may not. be
unearthed using other job ranking me:thodologles. There is the
potential for interviewer bias using this ~m§3thod. I.t can also pe
difficult to bring information together from different intervj

€Ws and
put together an accurate description. i

2) Observation Method: Employers can define essen’ti.a! job functiong
using the observation method for some types of positions. Jobs thyt
require the employee to move around and have a short duration are
the best fit for this methodology. Identifying the job functions iy
positions requiring manual labour such as lifting and Operating
equipment is particularly important, which requires employers o
reasonably accommodate any employee with a disability. Observers
should remain as unobtrusive as possible in order to prevent an
employee from deviating from his of her ‘regular routing,
Observation provides a first-hand analysis of essential job funétiogs.

This method is not appropriate for positions that require a long
period of concentration or menta] versus physical effort, - ¥

Questionnaires and Online Forms: Questionnaires and online formg

are easi

3)

3.1.8.  Online - Salary Survey-Pay Scale’s Data
Methodology

or national, depending on the job.

| | |
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A pay scale (also k"““’“. as a salary structure) ix o system that determines
pow much an employee is to be paid as a wage or salary, based on one o
more facsors sucl‘1 i the employce's level, rank or status within the
employer's Orgamsm.non. the length of time that the cmpluycc has been
emPI_OYCd’ and the _d'fﬁculty of the specific work performed. Pay scales
are Emportant business planning tools for companics to create new
positions when the budget allows, while also providing a standard of
transparency where gll\ployccs know their value and join a company with
clear wage expectations. Pay scales also serve as a motivating tool for
employees to seek more certifications and gain expertise in their field for
a sense of upward mobility within thec company and role.

Although any company within any industry can establish pay scales,
they are most often used within the public sector for consistency.
Implementing a pay scale replaces the traditional salary negotiation and
can provide a road map for new employees to see their earning potential
within the company while holding the same position. They clearly show
the career pathways along with the lifetime earning potential.
Employees benefit from knowing what to expect in terms of growth and
compensation within a given company and can plan a future for their
career path more effectively. Having this knowledge provides
motivation for individuals to continue within the same organisation
working to hone their skills, continue their education, and work toward
expertise in their role to increase their value as an employee.

Examples of Pay Scales
Pay scales are used to for businesses to provide an established and fair

method of deciding employee compensation. Standardizing pay scales

communicates consistency (o employees and a solid foundation for

understanding career trajectory and upward mobility within a company.

The three basic types of salary structures used by businesses in

determining employee earnings are:

1)  Broadband: The broadband pay scale format is the least common. It
offers more flexibility in regard to pay range, which is the margin
between the minimum and maximum base pay for a given job. It
identifies the minimum amount you can expect to make and the
maximum amount you can expect to earn for a given role within a
company. Broadband uses fewer pay grades with a wider salary
range, which gives a business more¢ freedom in deciding employees’
individualized salaries. However, this structure can lead to larger pay
disparities between employees who perform the same: jobs and can
lead to employee dissatisfaction. Itjcan also allow employees to max
out on their salary scale faster, losé incentive, and become frustrated

| : - .

i
b § |
] 4
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2)

3)
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with fewer Pay increases. These factors can cause an cmploycc to
look to another company in search of greater salary or molivation, A
typical broadband Structure pay scale may look like this. Please note
the overlapping values:

Grade 1 | Grade 2 | Grade 3 | Grade 4 | Grade 5 Grlz:de06
-40k l

Salary | 17k-20k 20k-22k | 22k-26k | 26k-31k | 30k-35k | 34

Traditional: The traditional structure offers busnne§ses_ !ess
freedom in determining an employee’s salary be.cause 1t utilizeg
more pay grades. This method creates a more equitable method of
determining salaries and provides more motivation for employee.s'to
Stay with the same company as they can see more upward mobility
in terms of pay increases, which happen more frequently ang
consistently, although they may be smaller In nature. The salary
range is larger in each grade, but salary Increases are small
differences in each grade. This strategy offers more Incentive for
professional growth but keeps employees in a pay grade for longer,

Grade 1 | Grade 2 | Grade 3
Salary | 45k-55k | 55k-75k | 75k-98k

Market-based: A market-based structure is determined by what
other employers in an industry pay their employees. A market-based
pay scale is the most popular one in recent years and is based op
research evaluating what other companies are paying for the same
position. This model helps equalize pay across a given industry.
Employees’ decisions on where to work aren’t influenced solely by
salary. They must consider other aspects that influence  job
satisfaction such as company culture, leadership, and the company’s
values as revealed through its mission and overall goals. .

Looking at what other companies pay for a specific position through

Grade 1 | Grade 2 Grade 3 | Grade 4 Grade 5 | Grade 6
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capacities. A business may begin with one structure and discover
that anott!er (.)ne fits the business model and needs better. Be sure
the organization you work for and your leadership appreciate your
skills and efforts and compensate you for your time and skills fairly
by offering a competitive salary package.

The type of structure used by a company is guided by aspects such as
industry, business size, location, and services or products offered. A

clearly defined formal salary structure supports company transparency
and delineates expectations. The pay scale and descriptions for each
category can reveal the skills and characteristics the company values in
employees and can serve as incentive for current employees to remain

with the company or to seek professional development opportunities and
can attract new skilled employees.

3.1.9. Computerised Job Evaluation

A recent emerging trend in job evaluation is the use of computerised
techniques. Quantitative methods of job evaluation like factor or point
comparison plans involve plenty of evaluation time. Often, it is difficult
to maintain a balance between cost-related factors and relative value of
the job. Hence, companies are adopting computerised job evaluation
methods to overcome these drawbacks. In the job evaluation process,
computers can provide effective assistance by using position analysis
questionnaire or task oriented questionnaires in a structured form. These
questionnaires are equipped with data related to time consumed,
importance of several actions, number of persons reporting to the
authority, costs of benchmarking, etc. These factors are further helpful
in having an impact on the job in a mechanical manner. Hence,
computerised job evaluation is a productivity tool, which can accelerate
the process of job evaluation in a greater way and also can prove to be
an effective record-keeping method.

Types of Computerised Job Evaluation

Following are the two main types of computerised job evaluation

systems: e ¥

1) Job Analysis-Based Schemes: Information related to the job
analysis is either transferred from a questionnaire or is directly
entered into the computer system. This system consists of software
that uses algorithm based programmed rules based, which determine
the evaluation standards of the organisation. This software generates
a total score by converting each data into an individual score. The
algorithm replicates panel judgments, both on job facto_l; levels as
well as on overall job score. : b
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2 .
) Interactive Schemes: Both the employee and his/her
before a : ’ : Manager g
€ a computer system, facing a series of logically interconnecy ;
questions, which make a question tree. When one answers'theed
questlogs, a score for each of the built-in factors is generate( thuse
calculatmg the total score. i

Advantages of Computerised Job Evaluation

Following are the advantages of adopting computerised job eValuation.

1) Increase in Consistency: Compared to the un-computerised jop,
evaluation, there is an increase in consistency of results, if the’ job
evaluation is computerised. It means that same -input data wij
produce the same output result. This happens ‘because - the
algorithms (or judgmental framework) on which the whole scheme
is based are constantly applied to the input data.

2) Provides Extensive Database Abilities: Computerised + job
evaluation method provides extensive database. These databases are
capable of sorting, analysing and reporting the input data -and
producing accurate outputs. o e r e ,

3). Accelerated Job Evaluation Process: After. completion of the
initial design, the job.evaluation process is- accelerated through
computer-based methods. ' ‘ '

Disadvantages of Computerised Job Evaluation -~ ‘ :

The major disadvantages of computerised job»"e\faluatibn"process“aré'

listed below: : T S L TR

1) Lack of Transparency: Since job evaluation ‘is done ‘through a
conventional computer-assisted scheme in a- ‘black box’, hence,
finding the link between analysis and evaluation - is - difficult
Consequently, final score cannot be justified. _

2) By-Passed Evaluation Process: In computerised job evaluatiplL
system, the evaluation process seems (o by-pass through jOI{“
employee-management panels. These panels are frequently used 1
conventional schemes. However, this disadvantage can be resolved, if
these panels justify the final scores produced by the computer.

3.1.10. Advantages of Job Evaluation

Advantages of job evaluation are as follows:

1) Helps in Wage and Salary Fixation: It assists the top m
in developing a logical and consistent structure of wage and salary
by facilitating a criterion to determine the wages and salaries. Wag®
incentive plans are also prepared on the basis of the job evaluation

process. I

anagement
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Helps in Reducing Grievances: An organisation can make use of
.ob evaluation programmes in order to reduce the disputes and
grievances of workers through a systematic procedure.

Helps in Recruitment and Selection: Job evaluation helps in
Jetermining the need of new employees. When demand is identified,
HR department can easily match the job requirement with new
employees. Hence, it makes recruitment and selection easier. It also
helps in deciding promotion and transfer of employees.

Enhances Labour-Management Relations: As job evaluation helps
to remove inequalities in wages in the organisation, it facilitates in
maintaining cordial relations among employees and employers.

Guarantees Equitable Rewards Distribution: Every employee
needs fair and reasonable payment of rewards and job evaluation
helps in ensuring equitable distribution of rewards.

Helps in Analysis of Company: It acts as an important technique
for organisational analysis and recognising the gaps or overlaps in
the duties and responsibilities. .

Helps in Wage and Salary Negotiations: A logical base is
provided by job evaluation in order to negotiate the wage and salary
with trade unions.

Evaluates Hierarchy of Job: Job evaluation helps in determining
the exact utility and the hierarchy of the job in the organisation. For
example, if there are three job profiles, job evaluation will
determine their exact position depending on the type of organisation
and relevance of each position.

3.1.11. Disadvanfages of Job Evaluation

Disadvantages of job evaluation are as follows: }
1) Non-Scientific Technique: It is not a scientific but a systematic

2)

3)

method of rewarding the job. It does not produce results with
scientific precision because it is very difficult to assess each and
every factor accurately. Nhap, \Hirn Ke RS
Adjustment Problems: Although diffe ent ways are available to apply
the techniques of job evaluation, rapid technological changes and supply
and demand of some spills have resulted'in adjustment problems.. .

Unrealistic: There are considerable variations between the job factors
and the factors being focused in the market. These variations are
Wider in such cases where the average pay. § ' / the o)
Is lower than the current pay in other organisations for the same
Position in the same industry, or in the same geographical region. =

Hven by the organisation
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onal Limitations: It is time-consuming to install the job

4) Organisati
evaluation in any organisation. In addition, it needs to be installeg

by experts and is expensive too.

1t is supposed to be a suspicious tool by
anisations because it relies upon some set
of principles and usually, it ignores the outcomes. Certain methods
of job evaluation are not easy to understand. Thus, workers usually
have a fear that the job evaluation method will eliminate collectjve

bargaining.

5) Opposition by Workers:
the trade unions of the org

6) Subjective: A number of factors are used in evaluating jobs byt
there is no standard list of factors to be considered. Definition of
factors varies from company (o company. Various researches depict
that factors utilised in job evaluation are not given due consideration
or individual importance. There is more dependency on internal
standards and assessment of wage rate fixation.

7) Limitations of Evaluator: In case, if the methods and principles of
job evaluation are not well-known to the evaluator, job evaluation is
supposed to produce inconsistent outcomes. In addition, if the
evaluator is biased to any specific job, he will give more weightage

\ o that job. ‘ .

Nature of Job: It is a presumption that jobs which hold equai
. value are equally pleasing to all workers, but it is not true. If a job

., offers good future prospects, it will succeed in attracting more
. people. |

i12 Difference between Job ‘Evaluation and
‘Performance Appraisal |

2. D?[?Zi ztc' . ‘ Job Evaluation Performance Appraisal
1) Meaning Job  evaluation = means | Performance appraTS—al—
~ analysis of job on the basis | means  evaluation of
of factors like educational | employee’s performance
qualifications, work | on the job.
experience, responsibility,
work conditions, etc., that
are needed for good
performance in a job. e
2) Time A job is evaluated prior to | Employee performance is
the appointment of the | evaluated after he IS
employee on a specific selected and placed on 2
job. : ‘particular position. __—

-l
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3) Purpose

Its main purpose is to
develop fair wage and

salary  differentials for
employees.

123
Its main purpose is to
assist  in employee’s
promotion, giving
rewards, punishments,
employee transfers,

conduct training need
analysis, lay-offs, etc.

4) Compulsion

Many companies do not
follow job evaluation as
they do not consider it a
compulsory function.
While some companies
follow job evaluation for
the lower level jobs.

Performance appraisal is
considered to be a
compulsory activity and
conducted periodically.

experts, is appointed to
execute the process.

[5) Who can Job evaluation committee, | No particular committee
Perform which  comprises  of | is appointed for
internal as well as external | appraising employee

performance. Rather it is
done by employees
themselves, group of.
employees, colleagues,
superiors, or
combinations of all.




