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® (Critical-incident technique ® Manual skills analysis
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Learning outcomes
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You should also know about:
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® Analysing technical competencies ®  Skills analysis
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Introduction

The analysis of jobs, roles, skills and competencies is one of the most important techniques in
human resource management. It provides the information required to produce job descrip-
tions, role profiles and person and learning specifications. It is of fundamental importance in
organization and job design, recruitment and selection, performance management, learning
and development, management development, career management, job evaluation and the
design of grade and pay structures. These constitute most of the key HRM activities.

This chapter starts with definitions of the terms used in job and role analysis and then deals
with job analysis, role analysis, competency analysis, skills analysis, job descriptions and role
profiles.

Definitions

The terms ‘job’ and ‘role’ are often used interchangeably. But they are different as defined
below.

Job

A job is an organizational unit which consists of a group of defined tasks or activities to be
carried out or duties to be performed.

Job description

A job description defines what job holders are required to do in terms of activities, duties or
tasks. They are prescriptive and inflexible, giving people the opportunity to say: ‘It’s not in my
job description, meaning that they only need to do the tasks listed there. They are more con-
cerned with tasks than outcomes and with the duties to be performed rather than the compe-
tencies required to perform them (technical competencies covering knowledge and skills and
behavioural competencies).

Job analysis

Job analysis is the process of collecting, analysing and setting out information about the
content of jobs in order to provide the basis for a job description and data for recruitment,
training, job evaluation and performance management. Job analysis concentrates on what job
holders are expected to do.
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Role

A role has been defined by Ivancevich et al as ‘an organized set of behaviours’ It is the part
people play in their work — the emphasis is on the patterns of behaviour expected of them in
order to achieve agreed outcomes. The term ‘role’ is sometimes used interchangeably with job’
But they are different. Roles are about people. Jobs are about tasks and duties. It is recognized
more generally that organizations consist of people using their knowledge and skills to achieve
results and working cooperatively together rather than impersonal jobs contained in the boxes
of an organization chart. References are therefore nowadays made more frequently to roles,
although use is still made of the terms job analysis, job design and job evaluation.

Role profile

A role profile defines outcomes, accountabilities, and competencies for an individual role. It
concentrates on outcomes rather than duties and therefore provides better guidance than a job
description on expectations and does not constrain people to carrying out a prescribed set of
tasks. Outcomes may be expressed as key result areas — elements of the role for which clear
outputs and standards can be defined, each of which makes a significant contribution to
achieving its overall purpose. Alternatively, they may be termed accountabilities — areas of the
role for which role holders are responsible in the form of being held to account for what they
do and what they achieve.

A role profile does not prescribe in detail what has to be done to achieve the required out-
comes. It therefore allows for greater flexibility than a job description and is more easily
updated to reflect changing demands.

Role profiles are person-orientated. A role can be described in behavioural terms — given
certain expectations, this is how the person needs to behave to meet them. Because it identifies
knowledge, skill and competency requirements it also provides a better basis for recruitment
and selection, performance management and learning and development purposes.

Accountability profile

An accountability profile is a type of role profile that focuses on what role holders will be held
to account for in terms of what they do and what they achieve. It may be set out as a list of
main accountabilities.

Generic role

A generic role is a role in which essentially similar activities are carried out by a number of
people, for example a team leader or a call centre agent. In effect, it covers an occupation rather
than a single role. It is described in a generic role profile.
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Role analysis

Role analysis finds out what people are expected to achieve when carrying out their work and
the competencies and skills required to meet those expectations. Role analysis uses similar
techniques to job analysis although the objective of the analysis will be somewhat different.

Competency analysis

Competency analysis is concerned with functional analysis to determine work-based compe-
tences and behavioural analysis to establish the behavioural dimensions that affect job per-
formance. Work-based or occupational competences refer to expectations of workplace
performance and the standards and outputs that people carrying out specified roles are
expected to attain. Behavioural or personal competences are the personal characteristics of
individuals which they bring to their work roles.

Skills analysis

Skills analysis determines the skills required to achieve an acceptable level of performance.

Person specification

A person specification, also known as a job or role specification, sets out the education, quali-
fications, training, experience, personal attributes and competences a job holder requires to
perform her or his job satisfactorily. Person specifications are used in recruitment and selec-
tion, as described in Chapter 31.

Learning specification

A learning specification defines the knowledge and skills needed to achieve an acceptable level
of performance. It is used as the basis for devising learning and development programmes (see
Chapter 42). Learning specifications may be drawn up on the basis of competency and skills
analysis.

Job analysis

Job analysis produces the following information about a job:

® Opverall purpose — why the job exists and, in essence, what the job holder is expected to
contribute.

® Organization — to whom the job holder reports and who reports to the job holder.
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® Content — the nature and scope of the job in terms of the tasks and operations to be
performed and duties to be carried out.

If the outcome of the job analysis is to be used for job evaluation purposes (see Chapter 47)
the job will also be analysed in terms of the factors or criteria used in the job evaluation
scheme.

Job analysis methodology and techniques

The essence of job analysis is the application of systematic methods to the collection of infor-
mation about job content. It is essentially about data collection and the basic steps are:

® obtain documents such as existing organization, procedure or training manuals which
give information about the job;

® obtain from managers fundamental information concerning the job;

® obtain from job holders similar information about their jobs.

There are a number of job analysis techniques used for data collection as described below.

Interviews

The full flavour of a job is best obtained by interviewing job holders and checking findings
with their managers or team leaders. The aim of the interview should be to obtain the relevant
facts about the job, namely the job title, organizational details (reporting relationships as
described in an organization chart) and a list of the tasks or duties performed by the job
holder.

For recruitment, training or job evaluation purposes these basic details can be supplemented
by questions designed to elicit from the job holders more information about the level of their
responsibilities and the demands made upon them by the job. These can cover the amount of
supervision received, the degree of discretion allowed in making decisions, the typical prob-
lems to be solved, the amount of guidance available when solving the problems, the relative
difficulty of the tasks to be performed and the qualifications and skills required to carry out
the work.

Conducting a job analysis interview

©® Work to a logical sequence of questions which help interviewees to order their
thoughts about the job.

® Probe as necessary to establish what people really do — answers to questions are
often vague and information may be given by means of untypical instances.
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© Ensure that job holders are not allowed to get away with vague or inflated
descriptions of their work — if, for example, the interview is part of a job evalu-
ation exercise, they would not be human if they did not present the job in the
best possible light.

® Sort out the wheat from the chaff; answers to questions may produce a lot of
irrelevant data which must be sifted before preparing the job description.

® Obtain a clear statement from job holders about their authority to make deci-
sions and the amount of guidance they receive from their manager or team
leader — this is not easy; if asked what decisions they are authorized to make,
most people look blank because they think about their job in terms of duties
and tasks rather than abstract decisions.

® Avoid asking leading questions which make the expected answer obvious.

® Allow the job holder ample opportunity to talk by creating an atmosphere of
trust.

It is helpful to use a checklist when conducting the interview. Elaborate checklists are not nec-
essary. They only confuse people. The basic questions to be answered are as follows.

Job analysis interview checklist

1.  What is the title of your job?

2. To whom are you responsible?

3. Who is responsible to you? (An organization chart is helpful.)

4. What is the main purpose of your job, ie in overall terms, what are you expected to
do?

5. What are the key activities you have to carry out in your role? Try to group them
under no more than ten headings.

6. What are the results you are expected to achieve in each of those key activities?
7. What are you expected to know to be able to carry out your job?

8. What skills should you have to carry out your job?
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The answers to these questions may need to be sorted out — they can often result in a mass of
jumbled information which has to be analysed so that the various activities can be distin-
guished and refined to seven or eight key areas.

The advantages of the interviewing method are that it is flexible, can provide in-depth infor-
mation and is easy to organize and prepare. It is therefore the most common approach. But
interviewing can be time-consuming which is why in large job analysis exercises, question-
naires may be used to provide advance information about the job. This speeds up the inter-
viewing process or even replaces the interview altogether, although this means that much of
the ‘flavour’ of the job — ie what it is really like — may be lost.

Questionnaires

Questionnaires about their roles can be completed by role holders and approved by the role
holder’s manager or team leader. They are helpful when a large number of roles have to be
covered. They can also save interviewing time by recording purely factual information and by
enabling the analyst to structure questions in advance to cover areas which need to be explored
in greater depth. The simpler the questionnaire the better: it need only cover the eight ques-
tions listed above.

The advantage of questionnaires is that they can produce information quickly and cheaply for
a large number of jobs. But a substantial sample is needed and the construction of a question-
naire is a skilled job which should only be carried out on the basis of some preliminary field-
work. It is highly advisable to pilot-test questionnaires before launching into a full-scale
exercise. The accuracy of the results also depends on the willingness and ability of job holders
to complete questionnaires. Many people find it difficult to express themselves in writing
about their work.

Observation

Observation means studying role holders at work, noting what they do, how they do it, and
how much time it takes. This method is most appropriate for routine administrative or manual
roles but it seldom used because of the time it takes.

Job descriptions

Job descriptions should be based on the job analysis and should be as brief and factual as pos-
sible. The headings under which the job description should be written and notes for guidance
on completing each section are set out below.
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Job title

The existing or proposed job title should indicate as clearly as possible the function in which
the job is carried out and the level of the job within that function. The use of terms such as
‘manager’, ‘assistant manager’ or ‘senior’ to describe job levels should be reasonably consistent
between functions with regard to grading of the jobs.

Reporting to

The job title of the manager or team leader to whom the job holder is directly responsible
should be given under this heading. No attempt should be made to indicate here any func-
tional relationships the job holder might have to other people.

Reporting to job holder

The job titles of all the posts directly reporting to the job holder should be given under this
heading. Again, no attempt should be made here to indicate any functional relationships that
might exist between the job holder and other employees.

Overall purpose

This section should describe as concisely as possible the overall purpose of the job. The aim
should be to convey in one sentence a broad picture of the job which will clearly distinguish it
from other jobs and establish the role of the job holders and the contribution they should
make towards achieving the objectives of the company and their own function or unit. No
attempt should be made to describe the activities carried out under this heading, but the
overall summary should lead naturally to the analysis of activities in the next section. When
preparing the job description, it is often best to defer writing down the definition of overall
responsibilities until the activities have been analysed and described.

Main activities, tasks or duties

The following method of describing activities, tasks or duties should be adopted:

1. Group the various activities identified by the job analysis together so that no more than
seven or eight areas remain. If the number is extended much beyond that, the job descrip-
tion will become over-complex and it will be difficult to be specific about tasks or duties.

2. Define each activity in one sentence which starts with a verb in the active voice in order to
provide a positive indication of what has to be done and eliminate unnecessary wording;
for example: plan, prepare, produce, implement, process, provide, schedule, complete, dis-
patch, maintain, liaise with, collaborate with.
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Describe the object of the verb (what is done) as succinctly as possible; for example: test
new systems, post cash to the nominal and sales ledgers, dispatch to the warehouse packed
output, schedule production, ensure that management accounts are produced, prepare
marketing plans.

State briefly the purpose of the activity in terms of outputs or standards to be achieved for
example: test new systems to ensure they meet agreed systems specifications, post cash to the
nominal and sales ledgers in order to provide up-to-date and accurate financial information,
dispatch the warehouse planned output so that all items are removed by carriers on the same
day they are packed, schedule production in order to meet laid-down output and delivery
targets, ensure that management accounts are produced which provide the required level of
information to management and individual managers on financial performance against
budget and on any variances, prepare marketing plans which support the achievement of the
marketing strategies of the enterprise, are realistic, and provide clear guidance on the actions
to be taken by the development, production, marketing and sales departments.

An example of a job description is given in Figure 26.1.

Job title: HR adviser; recruitment
Reports to: HR Service Centre Manager
Reports to job holder: none
Job purpose: To provide recruitment services to line managers for jobs below management level
Main duties:
I. Respond promptly to requests from line managers to assist in recruiting staff.
2. Produce person specifications.
3. Agree on the use of recruitment agencies and/or media advertisements or internet notifications of
vacancies.
4.  Brief and liaise with agencies and/or draft advertisements for jobs for approval by line managers and
place advertisements or information on vacancies using the media and/or the internet.
Process replies and draws up short lists.
Conduct preliminary interviews independently or conduct short-list interviews with line managers.
Agree offer terms with line manager, take up references and confirm the offer.
Review and evaluate sources of candidates and analyse recruitment costs.

© N o w»;

Figure 26.1 Example of job description

Role analysis and role profiles

Role analysis uses the same techniques as job analysis but the focus is on identifying inputs
(knowledge and skill and competency requirements) and required outcomes (key result areas

or accountabilities) rather than simply listing the tasks to be carried out.

A role profile is initially set out under the same headings as a job description ie: role title,
responsible to, responsible to role holder and the purpose of the role. But it then focuses on the

following aspects of the role.
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Key result areas

A key result area is an element of a role for which clear outputs and outcomes can be defined,
each of which makes a significant contribution to achieving the overall purpose of the role. It
may be described as an accountability — an aspect of the role for which the role holder is
responsible (held to account for).

The number of key result areas is unlikely to be more than seven or eight, certainly not more
than 10. The basic structure of a key result area definition should resemble that of a job descrip-
tion task definition, ie it should be expressed in one sentence starting with an active verb.
However, the content of the key result area definition should focus more on the specific
purpose of the activity in terms of outputs or standards to be achieved rather than describing
in detail the duties involved.

Knowledge and skills required

These should be expressed in terms of ‘need to know’ — the knowledge required of techniques,
processes, procedures, systems and the business generally (its products or services and its com-
petitors and customers), and ‘need to be able to do’ — the skills required in each area of
activity.

Behavioural competencies

These are how the role holder is expected to behave when carrying out the role. These behav-
ioural competencies may be linked to the organization’s competency framework and cover
such areas as team working, communication, people management and development and cus-
tomer relations. An example of a role profile is given in Figure 26.2.
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Role title: Database administrator
Department: Information systems
Responsible to: Database manager
Purpose of role: Responsible for the development and support of databases and their underlying environment
Key result areas:
I. Identify database requirements for all projects that require data management in order to meet the
needs of internal customers.

2. Develop project plans collaboratively with colleagues to deliver against their database needs.

3. Support underlying database infrastructure.

4.  Liaise with system and software providers to obtain product information and support.

5. Manage project resources (people and equipment) within predefined budget and criteria, as agreed with
line manager and originating department.

6.  Allocate work to and supervise contractors on day-to-day basis.

7.  Ensure security of the underlying database infrastructure through adherence to established protocols
and develop additional security protocols where needed.
Need to know:
. Oracle database administration.
. Operation of oracle forms SQL/PLSQL, Unix administration, shell programming.
Able to:
. Analyse and choose between options where the solution is not always obvious.
. Develop project plans and organize own workload on a timescale of -2 months.

. Adapt to rapidly changing needs and priorities without losing sight of overall plans and priorities.

. Interpret budgets in order to manage resources effectively within them.

. Negotiate with suppliers.

. Keep abreast of technical developments and trends, bring these into day-to-day work when feasible and

build them into new project developments.
Behavioural competencies:

. Aim to get things done well and set and meet challenging goals, create own measures of excellence and
constantly seek ways of improving performance.

. Analyse information from range of sources and develop effective solutions/recommendations.

. Communicate clearly and persuasively, orally or in writing, dealing with technical issues in a non-
technical manner.

. Work participatively on projects with technical and non-technical colleagues.

. Develop positive relationships with colleagues as the supplier of an internal service.

Figure 26.2 Example of a role profile

Generic role profiles

As, by definition, generic role profiles cover occupations rather than individual roles, they tend
to generalize more and may be somewhat simpler than individual role profiles, for example by
restricting the profile to lists of key result areas and competency dimensions. An example of a
generic role profile is given in Figure 26.3.
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Generic role title: Team leader
Overall purpose of role: To lead teams in order to attain team goals and further the achievement of the
organization’s objectives.
Key result areas:
.

Agree targets and standards with team members that support the attainment of the organization’s
objectives.

2. Plan with team members work schedules and resource requirements that will ensure that team targets
will be reached, indeed exceeded.

3. Agree performance measures and quality assurance processes with team members that will clarify
output and quality expectations.

4. Agree with team members the allocation of tasks, rotating responsibilities as appropriate to achieve
flexibility and the best use of the skills and capabilities of team members.

5. Coordinate the work of the team to ensure that team goals are achieved.

6.  Ensure that the team members collectively monitor the team’s performance in terms of achieving
output, speed of response and quality targets and standards, and agree with team members any
corrective action required to ensure that team goals are achieved.

7. Conduct team reviews of performance to agree areas for improvement and actions required.

Competencies:

Build effective team relationships, ensuring that team members are committed to the common purpose.
Encourage self-direction amongst team members but provide guidance and clear direction as required.
Share information with team members.

Trust team members to get on with things — not continually checking.

Treat team members fairly and consistently.

Support and guide team members to make the best use of their capabilities.

Encourage self-development by example.

Actively offer constructive feedback to team members and positively seek and be open to constructive
feedback from them.

Contribute to the development of team members, encouraging the acquisition of additional skills and
providing opportunities for them to be used effectively.

Figure 26.3 Example of a generic role profile

Behavioural competency modelling

Behavioural competency modelling is the process used for identifying, analysing and describ-
ing behavioural competencies which define the behaviours that organizations expect their
staff to practice in their work in order to reach an acceptable level of performance. As explained
in Chapter 11, they have an important part to play in providing information which contributes
to a number of HRM activities, for example, recruitment, learning and development, and per-
formance management. Examples of competencies and competency frameworks were given in
Chapter 11 and suggestions were also made about how a competency framework should be
constructed. The guidance on the criteria for a fully rigorous competency definition, shown in
Table 26.1, was produced by a task force set up by the Society for Industrial and Organizational
Psychology (SIOP) in the United States (Shippmann et al, 2000) to investigate and review the

practice of competency modelling.
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Table 26.1 Ciriteria for a rigorous competency definition

Variable

Conditions required to meet high rigour criteria

content collected

Method of A logically selected mix of multiple methods are used to obtain
investigation information, eg interviews, focus groups, questionnaires
Type of descriptor Variable combinations of multiple types of information are

collected, eg work activities, KSAs (knowledge, skills and abilities
statements) and performance standards

Procedures for
developing descriptors

Information collected from content experts using a structured
protocol and a representative sample

Detail of descriptor
content

Use of a number of labels representing discrete categories of
content that operationally define each category and leave no
room for misinterpretation

Link to business goals
and strategies

Steps taken to ensure that results are aligned with the broader
goals and longer-term strategies of the organization

Content review

Formal review takes place to ensure that

® item level descriptions are clear

® content categories do not overlap, content categories are
internally consistent

® items represent measurable content appropriate for the
intended application

Ranking descriptor
content

The set of descriptors are prioritized and ranked

Assessment of
reliability

Content category labels are matched with item-level descriptors
and rated according to their relative importance for successful job
performance

Item retention criteria

Multiple, clear, logical criteria are consistently applied to items to
determine whether content is retained or deleted.

Documentation

Clear definitions are made of the procedures to be employed in
applying the competency framework

(Source: Shippmann et al, 2000)

These are exacting criteria. The emphasis is on the systematic collection and analysis of data.
There are five approaches to behavioural competency analysis. In ascending order of complex-

ity these are:

1. expert opinion;

2. structured interview;
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W

workshops;

»

critical-incident technique;

5. repertory grid analysis.

|. Expert opinion

The basic, crudest and least satisfactory method is for an ‘expert’ member of the HR depart-
ment, possibly in discussion with other ‘experts’ from the same department, to draw up a list
from their own understanding of ‘what counts’ coupled with an analysis of other published
lists.

This is unsatisfactory because the likelihood of the competencies being appropriate, realistic
and measurable in the absence of detailed analysis, is fairly remote. The list tends to be bland
and, because line managers and job holders have not been involved, unacceptable.

2. Structured interview

This method begins with a list of competencies drawn up by ‘experts’ and proceeds by subject-
ing a number of role holders to a structured interview. The interviewer starts by identifying the
key result areas of the role and goes on to analyse the behavioural characteristics which distin-
guish performers at different levels of competence.

The basic question is: ‘What are the positive or negative indicators of behaviour which are con-
ducive or non-conducive to achieving high levels of performance?” These may be analysed
under the following headings.

Behavioural headings
® Personal drive (achievement motivation).
® TImpact on results.
© Analytical power.
© Strategic thinking.
© Creative thinking (ability to innovate).
® Decisiveness.
® Commercial judgement.

® Team management and leadership.
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© Interpersonal relationships.
®  Ability to communicate.
© Ability to adapt and cope with change and pressure.

©  Ability to plan and control projects.

Under each heading instances will be sought which illustrate effective or less effective behaviour.

One of the problems with this approach is that it relies too much on the ability of the expert
to draw out information from interviewees. It is also undesirable to use a deductive approach
which pre-empts the analysis with a prepared list of competency headings. It is far better to do
this by means of an inductive approach which starts from specific types of behaviour and then
groups them under competence headings. This can be done in a workshop by analysing posi-
tive and negative indicators to gain an understanding of the competence dimensions of an
occupation or job as described below.

3. Workshops

Workshops bring a group of people together who have ‘expert’ knowledge or experience of the
role — managers and role holders as appropriate — with a facilitator, usually but necessarily a
member of the HR department or an outside consultant.

The members of the workshop begin by getting agreement to the overall purpose of the role
and its key result areas. They then develop examples of effective and less effective behaviour for
each area which are recorded on flipcharts. For example, one of the key result areas for a divi-
sional HR director might be human resource planning, defined as:

Prepares forecasts of human resource requirements and plans for the acquisition, reten-
tion and effective utilization of employees which ensure that the company’s needs for
people are met.

The positive indicators for this competency area could include:
® seeks involvement in business strategy formulation;

® contributes to business planning by taking a strategic view of longer-term human
resource issues which are likely to affect business strategy;

® networks with senior management colleagues to understand and respond to the human
resource planning issues they raise;
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® suggests practical ways to improve the use of human resources, for example, the intro-
duction of annual hours.
Negative indicators could include:

® takes a narrow view of HR planning — does not seem to be interested in or understand
the wider business context;

® Jacks the determination to overcome problems and deliver forecasts;

® fails to anticipate skills shortages; for example, unable to meet the multi-skilling require-
ments implicit in the new computer integrated manufacturing system;

® does not seem to talk the same language as line management colleagues — fails to under-
stand their requirements;

® slow in responding to requests for help.
When the positive and negative indicators have been agreed the next step is to distil the com-
petency dimensions that can be inferred from the lists. In this example they could be:

® strategic capability;

® Dbusiness understanding;

® achievement motivation;

® interpersonal skills;

® communication skills;

® consultancy skills.
These dimensions might also be reflected in the analysis of other areas of competency so that,

progressively, a picture of the competencies is built up which is linked to actual behaviour in
the workplace.

The facilitator’s job is to prompt, help the group to analyse its findings and assist generally in
the production of a set of competence dimensions which can be illustrated by behaviour-
based examples. The facilitator may have some ideas about the sort of headings that may
emerge from this process but should not try to influence the group to come to a conclusion
which it has not worked out for itself, albeit with some assistance from the facilitator.

Workshops can use the critical incident or repertory grid techniques as described below.

4. Critical-incident technique

The critical-incident technique is a means of eliciting data about effective or less effective
behaviour which is related to examples of actual events — critical incidents. The technique is
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used with groups of job holders and/or their managers or other ‘experts’ (sometimes, less

effectively, with individuals) as follows:

1.

10.

Explain what the technique is and what it is used for, ie “To assess what constitutes good or
poor performance by analysing events which have been observed to have a noticeably suc-
cessful or unsuccessful outcome, thus providing more factual and “real” information than
by simply listing tasks and guessing performance requirements.

. Agree and list the key result in the role to be analysed. To save time, the analyst can estab-

lish these prior to the meeting but it is necessary to ensure that they are agreed provision-
ally by the group, which can be told that the list may well be amended in the light of the
forthcoming analysis.

. Take each area of the role in turn and ask the group for examples of critical incidents. If,

for instance, one of the job responsibilities is dealing with customers, the following request
could be made: ‘T want you to tell me about a particular occasion at work which involved
you — or that you observed — in dealing with a customer. Think about what the circum-
stances were, eg who took part, what the customer asked for, what you or the other member
of the staff did and what the outcome was.

Collect information about the critical incident under the following headings:
— what the circumstances were;
— what the individual did;

— the outcome of what the individual did.

. Record this information on a flip chart.
. Continue this process for each key result area.

. Refer to the flipchart and analyse each incident by obtaining ratings of the recorded behav-

iour on a scale such as 1 for least effective to 5 for most effective.

. Discuss these ratings to get initial definitions of effective and ineffective performance for

each of the key result areas.

. Refine these definitions as necessary after the meeting — it can be difficult to get a group to

produce finished definitions.

Produce the final analysis which can list the competencies required and include perform-
ance indicators or standards of performance for each key result area.

5. Repertory grid

Like the critical incident technique, the repertory grid can be used to identify the dimensions
which distinguish good from poor standards of performance. The technique is based on Kelly’s
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(1955) personal construct theory. Personal constructs are the ways in which we view the world.
They are personal because they are highly individual and they influence the way we behave or
view other people’s behaviour. The aspects of the role to which these ‘constructs’ or judge-
ments apply are called ‘elements’.

To elicit judgements, a group of people are asked to concentrate on certain elements, which are the
tasks carried out by role holders, and develop constructs about these elements. This enables them
to define the qualities which indicate the essential requirements for successful performance.

The procedure followed by the analyst is known as the ‘triadic method of elicitation’ (a sort of
three card trick) and involves the following steps:

1. Identify the tasks or elements of the role to be subjected to repertory grid analysis. This is
done by one of the other forms of job analysis, eg interviewing.

2. List the tasks on cards.

3. Draw three cards at random from the pack and ask the members of the group to nominate
which of the these tasks is the odd one out from the point of view of the qualities and
characteristics needed to perform it.

4. Probe to obtain more specific definitions of these qualities or characteristics in the form
of expected behaviour. If, for example, a characteristic has been described as the ‘ability to
plan and organize’, ask questions such as: what sort of behaviour or actions indicate that
someone is planning effectively? How can we tell if someone is not organizing his or her
work particularly well?

5. Draw three more cards from the pack and repeat steps 3 and 4.

6. Repeat this process until all the cards have been analysed and there do not appear to be any
more constructs to be identified.

7. List the constructs and ask the group members to rate each task on every quality, using a
six or seven point scale.

8. Collect and analyse the scores in order to assess their relative importance.

Like the critical-incident technique, repertory grid analysis helps people to articulate their
views by reference to specific examples. An additional advantage is that the repertory grid
makes it easier for them to identify the behavioural characteristics or competencies required in
a job by limiting the area of comparison through the triadic technique.

Although a full statistical analysis of the outcome of a repertory grid exercise is helpful, the
most important results which can be obtained are the descriptions of what constitute good or
poor performance in each element of the job.

Both the repertory grid and the critical incident techniques require a skilled analyst who can
probe and draw out the descriptions of job characteristics. They are quite detailed and time-
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consuming but even if the full process is not followed, much of the methodology is of use in a
less elaborate approach to competency analysis.

Choice of approach

Workshops are probably the best approach. They get people involved and do not rely on ‘expert’
opinion. Critical incident or repertory grid techniques are more sophisticated but they take
more time and expertise to run.

Analysing technical competencies

The approach to the definition of technical competencies (descriptions of what people have to
know and be able to do to carry out their roles effectively) differs from that used for behav-
ioural competencies. As technical competencies are in effect competences, a functional analy-
sis process can be used. This methodology was originally developed by Mansfield and Mitchell
(1986) and Fine (1988). In essence, functional analysis focuses on the outcomes of work per-
formance. Note that the analysis is not simply concerned with outputs in the form of quantifi-
able results but deals with the broader results that have to be achieved by role holders. An
outcome could be a satisfied customer, a more highly motivated subordinate or a better-func-
tioning team.

Functional analysis deals with processes such as developing staff, providing feedback and
monitoring performance as well as tasks. As described by Miller et al (2001) it starts with an
analysis of the roles fulfilled by an individual in order to arrive at a description of the separate
components or ‘units’ of performance that make up that role. The resulting units consist of
performance criteria, described in terms of outcomes, and a description of the knowledge and
skill requirements that underpin successful performance.

Functional analysis is the method used to define competence-based standards for N/SNVQs.

Skills analysis

Skills analysis determines the skills required to achieve an acceptable standard of performance.
It is mainly used for technical, craft, manual and office jobs to provide the basis for devising
learning and training programmes. Skills analysis starts from a broad job analysis but goes into
details of not only what job holders have to do but also the particular abilities and skills they
need to do it. Skills analysis techniques are described below.
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Job breakdown

The job breakdown technique analyses a job into separate operations, processes, or tasks which
can be used as the elements of an instruction sequence. A job breakdown analysis is recorded
in a standard format of three columns:

1. The stage column in which the different steps in the job are described — most semiskilled
jobs can easily be broken down into their constituent parts.

2. The instruction column in which a note is made against each step of how the task should
be done. This, in effect, describes what has to be learned by the trainee.

3. The key points column in which any special points such as quality standards or safety
instructions are noted against each step so that they can be emphasized to a trainee learn-
ing the job.

Manual skills analysis

Manual skills analysis is a technique developed from work study. It isolates for instructional
purposes the skills and knowledge employed by experienced workers in performing tasks
which require manual dexterity. It is used to analyse short-cycle, repetitive operations such as
assembly tasks and other similar factory work.

The hand, finger and other body movements of experienced operatives are observed and
recorded in detail as they carry out their work. The analysis concentrates on the tricky parts of
the job which, while presenting no difficulty to the experienced operative, have to be analysed
in depth before they can be taught to trainees. Not only are the hand movements recorded, but
particulars are also noted of the cues (visual and other senses) which the operative absorbs
when performing the tasks. Explanatory comments are added when necessary.

Task analysis

Task analysis is a systematic analysis of the behaviour required to carry out a task with a view
to identifying areas of difficulty and the appropriate training techniques and learning aids nec-
essary for successful instruction. It can be used for all types of jobs but is specifically relevant
to administrative tasks.

The analytical approach used in task analysis is similar to those adopted in the job breakdown
and manual skills analysis techniques. The results of the analysis are usually recorded in a
standard format of four columns as follows:

1. Task — a brief description of each element.

2. Level of importance — the relative significance of each task to the successful performance
of the role.
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3. Degree of difficulty — the level of skill or knowledge required to perform each task.

4. Training method — the instructional techniques, practice and experience required.

Faults analysis

Faults analysis is the process of analysing the typical faults which occur when performing a
task, especially the more costly faults. It is carried out when the incidence of faults is high. A
study is made of the job and, by questioning workers and team leaders, the most commonly
occurring faults are identified. A faults specification is then produced which provides trainees
with information on what faults can be made, how they can be recognized, what causes them,
what effect they have, who is responsible for them, what action the trainees should take when
a particular fault occurs, and how a fault can be prevented from recurring.

Job learning analysis

Job learning analysis, as described by Pearn and Kandola (1993), concentrates on the inputs
and process rather than the content of the job. It analyses nine learning skills which contribute
to satisfactory performance. A learning skill is one used to increase other skills or knowledge
and represents broad categories of job behaviour which need to be learnt. The learning skills
are the following:

® physical skills requiring practice and repetition to get right;

® complex procedures or sequences of activity which are memorized or followed with the
aid of written material such as manuals;

® non-verbal information such as sight, sound, smell, taste and touch which is used to
check, assess or discriminate, and which usually takes practice to get right;

® memorizing facts or information;

® ordering, prioritizing and planning, which refer to the degree to which a role holder has
any responsibility for and flexibility in determining the way a particular activity is
performed;

® Jooking ahead and anticipating;
® diagnosing, analysing and problem solving, with or without help;

® interpreting or using written manuals and other sources of information such as dia-
grams or charts;

® adapting to new ideas and systems.

In conducting a job learning analysis interview, the interviewer obtains information on the
main aims and principal activities of the job, and then, using question cards for each of the
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nine learning skills, analyses each activity in more depth, recording responses and obtaining as
many examples as possible under each heading.

Job, role, competency and skills analysis — key learning

points

Job analysis methodology and Behavioural competency modelling

techniques Behavioural competency modelling is the

The essence of job analysis is the applica- process used for identifying, analysing and
tion of systematic methods to the collection  describing behavioural competencies which
of information about job content. It is define the behaviours that organizations
essentially about data collection and the expect their staff to practice in their work in
basic steps are: order to reach an acceptable level of per-
formance. The emphasis is on the system-
atic collection and analysis of data. There
are five approaches to behavioural compe-
tency analysis. In ascending order of com-
plexity these are: expert opinion, structured
® obtain from managers fundamental  jpterview, workshops, ~critical-incident
information concerning the job; technique, and repertory grid analysis.

® obtain from job holders similar Analysing technical competencies
information about their jobs.

® obtain documents such as existing
organization, procedure or training
manuals which give information
about the job;

The technique of functional analysis is used
Job descriptions which starts with an analysis of the roles

Job descriptions should be based on the job fulfilled by an individual in order to arrive
analysis and should be as brief and factual ~ata description of the separate components
as possible. The headings should be: job Or ‘units’ of performance that make up that
title, reporting to, reporting to job holder, role. The resulting units consist of perform-

main purpose of job, main activities, tasks ~ance criteria, described in terms of out-
i A comes, and a description of the knowledge
. and skill requirements that underpin suc-

Role analysis methodology
cessful performance.

Role analysis uses the same techniques as
job analysis but the focus is on identifying
inputs (knowledge and skill and compe- Skills analysis determines the skills required
tency requirements) and required outcomes ~ t©© achieve an acceptable standard of per-

(key result areas) rather than simply listing formance. It is mainly used for technical,
the tasks to be carried out. craft, manual and office jobs to provide the

basis for devising learning and training

Skills analysis
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Job, role, competency and skills analysis — key learning

points (continued)

programmes. Skills analysis starts from a need to do it. Skills analysis techniques
broad job analysis but goes into details of include: job breakdown, manual skills anal-
not only what job holders have to do but ysis, faults analysis and job learning
also the particular abilities and skills they analysis.

1.  What is the difference between a job and a role?
2. How should a job analysis interview be conducted?

3.  What are the advantages and disadvantages of questionnaires as a method of analysing
jobs?

4.  What is job learning analysis?
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