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Job Analysis Introduction
Types of Job Analysis 

There are a number of different analysis approaches. In government we usually use a content approach, which is the easiest and most straight forward. 

The content analysis method involves identifying important job or position work activities, tasks, or duties, and the knowledge, skills, and abilities (KSAs), and competencies needed to perform the work activities, tasks, or duties. Hiring tools (e.g., supplemental questions, interviews, tests) are then developed to assess applicants on the important competencies and KSAs.  


In another approach, the critical incident technique (CIT) the specialist or consultant will have subject-matter-experts (SMEs) identify exceptional responses indicative of the best and worst possible ways of addressing or solving the question or issue.  Short descriptions of the best and worst critical incidents can be used as anchor points on scales. Additional anchor points are developed between the best and worst points. Such scales can be quite useful in determining how well applicants answer interview questions. Another approach incorporates Primoff's Job Element Approach.  This method was used by the State of Washington prior to the requirements established in the Uniform Guidelines.  Another job analysis system was designed by Fine in what is called Functional Job Analysis.  This approach describes work according to the involvement of people, data, and things.
Fleishman developed a taxonomy for job analysis.  His system included the development of dozens of job description rating scales organized according to cognitive, psychomotor, physical and sensory performance domains.  

A quantitative approach to job analysis is found in McCormick, Jeanneret, and Mecham's Position Analysis Questionnaire.   This is usually referred to as simply “The PAQ.”  This is a highly structured questionnaire used primarily in business and industry, but works in government, as well.    This job analysis approach has been successfully defended in litigation.  It relies to a large extent upon the capabilities of high speed computers and statistical applications.  Therefore it is best used by analysts who have a background or specific training in research and statistical applications with a basic understanding of factor analysis and clustering techniques.  

Job analysis information can be used for a variety of purposes. Common applications are to test validity, training, classification, compensation, organizational analysis, and workforce planning.  

Typically, supervisors and incumbents as SMEs will be the primary source of job analysis information. Position description forms (PDFs) should be reviewed during a job analysis to determine if they are accurate and up-to-date. Interviews with SMEs may be useful in clarifying information in PDFs. Some tips for conducting job analysis interviews include:  

· Build rapport with SMEs or subject matter experts.  Make each feel welcome and comfortable.

· Explain the job analysis process and its purpose. Answer questions.

· Be aware of the SMEs’ time. 

· Encourage thoughtfulness and analysis of the work performed. Refocus them if they digress.

· Rephrase and clarify what SMEs say to ensure understanding.  The SME may think of the work in ways readily understood by that person but not by you.

· Identify the key work activities, tasks, or duties performed in order to achieve particular outcomes, products, or meet position responsibilities. Take thorough notes and use information provided to complete any job analysis forms. 

· One part of the job analysis should involve SMEs discussing work in terms of its essential functions, which are needed to comply with ADA. 

· Identify the key KSAs and competencies required to perform at least the three or four most important job duties. 

· Record the work, activities, tasks, or duties, along with KSAS, and competencies on a form such as the Job Analysis Record (JAR). 
· Many times you will find that SMEs discover key KSAs and competencies when asked to come up with what are termed critical incidents. Critical incidents typically focus on examples of actual position behavior that was either very effective or ineffective. 

· Some KSAs and competencies make a bigger difference on the job than others. Ask SMEs to identify those where greater and greater levels of them tend to distinguish superior from average workers. 
· Job analysis surveys can be useful when the number of SMEs involved is too great to interview. 
Evaluating Job Analysis Information

Some ways to evaluate job tasks and duties include reviewing: 

· Importance of a work activity, task, or duty to the overall job

· Frequency that a work activity, task, or duty is performed

· Time spent on a work activity, task, or duty
· Difficulty in performing a work activity, task, or duty, or learning a competency/KSA

· Consequence of error or what happens when something is not done correctly in performing a work activity, task, or duty
Some ways to evaluate KSAs and competencies include whether: 

· They distinguish superior from barely acceptable (or average) workers

· Trouble would be likely if they were overlooked in selection

· They are necessary for newly hired workers

· It is practical to expect them in the labor market

The JAR is a specialized form that allows an analyst to record work activities, tasks, or duties, and KSAs and competencies. Its instructions will help the analyst to develop a better job analysis.   
Instructions for the JAR are located at Job Analysis Record Instructions (Word) (4/11/07)  
Organizational Analysis

An organization analysis may be needed prior to change and to solve organizational problems to determine appropriate assessment applications.  Some elements that can affect organizational issues and change include norms, values, strategies, needs and preferences, management practices, KSAs, competencies, organization structure, rewards systems, stakeholders, and environmental influences.  For instance, before deciding upon the competencies desired in a new agency manager or director, you may wish to consider what the agency values and practices are so you can get a good match.

Organization analysis can be accomplished in a variety of ways such as through surveys, questionnaires, interviews, focus groups, and observation.  In some circumstances more than one method may be used.  However, keep in mind, there is no one correct method for analyzing an organization as there is no one simple issue or problem.

Questionnaires and surveys also lend themselves to protection of anonymity and they can be standardized. Interviews may be preferred for smaller groups. One advantage of interviews is the ability to probe and clarify responses. Focus groups can be useful when interaction between participants can be expected to bring out responses not likely to be found with other approaches.  Observational methods work well on process control.

Surveys and questionnaires are useful when the opinions of a large number of people are needed. They are particularly useful in assessing group attitudes, knowledge, and behaviors. For example, interest may exist in determining the level of job satisfaction in an organization or between work units in an organization. 
A number of factors should be considered when developing a survey or questionnaire. Familiarity with the topic is important. Prior surveys and questionnaires on the topic might be examined. The literature on the area can be reviewed to determine which subjects to cover in a survey or whether the survey should be updated. 

Organizations will often be faced with the decision of whether to use a paper survey or questionnaire, one attached to an E-Mail, or an on-line tool. On-line tools offer many advantages. One would be anonymity of the survey respondents. Another advantage offered is the ability to download data to spreadsheets allowing statistical analysis of responses.

A variety of suggestions can be made when developing surveys and questionnaires.  Some suggestions include the following.

· Are instructions for completing the survey or questionnaire clearly written?

· Are the questions easy to understand?

· Do respondents know how to indicate their answers (e.g., mark a response, use a computer curser)?

· Any item should ask one question.

· Are the response choices exhaustive?

· Do respondents understand what to do with the completed survey or questionnaire?

· If a computer-assisted tool is used, can respondents understand the software commands?

· If a computer-assisted survey or questionnaire is used do respondents know how to change their responses?

An organization may find that it cannot survey or question all individuals of interest. Sampling of respondents then becomes appropriate. When choosing a sample determine how widely the results should apply. For example, if employees in an organization can be found in one of 20 jobs, failing to survey some individuals from each job could limit generalization of results to only those jobs represented in the survey or questionnaire.

Organizational analysis surveys and questionnaires might seek the following types of information. 

· Endorsement of statements (e.g., very strongly agree, strongly agree, agree, neither agree or disagree, disagree, strongly disagree, very strongly disagree)

· Frequency of occurrence of an event (e.g., always, very often, fairly often, sometimes, not often, almost never, never)

· Intensity of the event (e.g., much more than moderate, more than moderate, moderate, less than moderate, much less than moderate)

· Influence exerted by the event or person (e.g., very much more than a moderate effect, much more than a more than a moderate effect, moderate effect, less than a moderate effect, much less than a moderate effect, very much less than a moderate effect)

· Comparison made between people be (e.g., very much more than others, much more than others, more than others, about the same as others, less than others, much less than others, very much less than others)
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