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ter, the reader should be able to

A rmmplcting this chap
frer €O
fistinguish between job analyses, job descriptions, and job specifications;
AISUHES

be the methods by which job analyses are typically accomplished;
¢ relationship of job requirements (as developed through job
ob descriptions, and job specifications) to other human

Jescri
discuss th

analyses, ] )
resources management functions;

enumerate the steps involved in a typical job analysis as well as the

methods of job analysis;
address the relationship between job analyses and strategic human

resources management; and

» understand the changing nature of jobs and how jobs are being

redesigned to enhance productivity.

Introduction

The interaction between an organization and its environment has important
implications for the organization’s internal organization and structure. For
ecample, the environment affects how the institution organizes its human re-
sources to achieve specific objectives and to perform different functions nec-
zianiyani“ carrying out tlTe.c?rganization’s mission aer goals. The organization
e bazli C‘5:101.1138 the activities Fo be performed by its human resources (HR)
units referred to as jobs.
of Worﬁiﬁ thOnsis.ts ?fa group of activities and duties that entail rfat.ural units
e g ¢ ;;C .sm-nlar a}nd related. ].obs should bfa clear and distinct from
Oenable 1 Inimize rmsund.erstandlr?gs and conflict among cmployees and
Qieq tg p :}gces to recognize what is expected of them. Some ]c?bs are re-
e posiior PAr or.rrTed by s?,veral er.nployecs, c.ach of whom O.CC.I%p.lCS a sepa-
Petformeq b.y 011’1 ‘i-‘ztzon consists of different duties 'and rcschn31b111th tl.lat are
y one employee. For example, in a hospital, 40 registered
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nurses fill 40 positions, but all of them !wr.ﬁ)rm o.nly one i"b\tlm

istered nurse. Different jobs that have similar duties and r“POnsibm 1 Feg.
be grouped into a job family for purposcs of recruitmen, training, ct(l) "y
sation, or advancement opportunincs. For CXilmplC. the nuﬂ,ing 'Ul) p(n.

may be performed by registered nurses, the nursing supervisor, 5y, dthe :_"‘"'r
: : s, i
tor of nursing scrvices. e |

Healthcare organizations arc continual!y restructuring ang recny
ing in an attempt to become more cost cttfccnvc and customer focuseg eer.
have put emphasis on smaller scale, less hicrarchy, fewer layers, ang m(;rc J
centralized work units. As these changes occur, more managers wap, thejr .
ployees to operate more independently and flexibly to meet CUStome d.
mands. To do this, decisions must be made by employees whe are clogegy tc
the information and who are directly involved in the service delivery, The obO
jective is to develop jobs and basic work units that are adaptable and cap thriv;
in a world of high-velocity change.

In this chapter, we define the terms job analysis, job description, and
job specification; indicate the processes that may be used to conduct job analy.
ses; and identify the relevance of and relationship between the results of jop
analysis (i.c., job descriptions and job specifications) and other humap .
sources management functions. In addition, we emphasize that these job
processes provide the organization with a foundation for making objective
and legally defensible decisions in managing human resources. We discuss
how healthcare jobs have been redesigned to contribute to organizational ob-
jectives while simultaneously satisfying the needs of the employees, and we re-
view several innovative job design and employee-contribution techniques to
enhance job satisfaction and organizational performance.

r————r———————ey e

Definitions

Job analyses are sometimes called the cornerstone of strategic human re
Sources management because the information they collect serves so many HR
functions. Job analysis is the process of obtaining information about jobs by
determining the job’s duties, tasks, and /or activities. The procedure involves
undertaking a systematic investigation of jobs by following a number of pr*
dctcrrflincd Steps specified in advance of the analysis (Ash 1988). When e
3.1131}’818 is completed, a written report is created that summarizes the infor™
tion obtained from studying 20 or 30 individual job tasks or activitics: HR
managcrs.usc these data to develop job descriptions and job specification®
G A job description is a written explanation of a job and the types "f.dtus’
zation to another Howe i  pesrnce and. conent .from . b title,’
- Ve, most job descriptions contain the jO
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rion section, and a job duties section. They may also include a
i S .o section; sometimes a job specification is pre ‘
!o cification s¢ g A0ES 4 JO8 8] cuhg.atlon is prepared as sepa-
jo documc"ts’ but somczmcs itis a part of the job description. A specific
e o on i ctailed summary of a job’ ‘L .
r dcscﬂl’ﬂon '|s.a d n ‘ y job’s m:sks, duties, and responsi-
g cm hasizing efficiency, control, and detailed work planning. This
HN lc . * Ste . 1 " -~ 3 . ’ *
pilit ’dcscnP“O“ fits best with a burcaucratic organizational structure
b

,pc Of .l M o s & N N
0 “.cu-dcﬁncd boundaries scparate functions and different levels of

ent.
a1 job description, which is fairly new on tl .
A general] y the HR scene, empha-

[novation, ﬂc.\'ibility,.and. loose work planning. This type of job descrip-
ion fits best with m.l organization with a flat structure, where few boundaries
st between functions and !C\j(fl? of management (Leonard 2000). Only the
n;ost generic dutics, r.csl.)onsnbllmcs, and skills for a position are documented
i a general job description (Johnson 2001).

A job specification describes the personal qualifications an individual
must possess to perform the duties and responsibilities contained in a job de-
cription. Typically, the job specification describes the skills required to per-
form the job and the physical demands the job places on the employee per-
forming it. Skills relevant to a job include education and experience,
specialized knowledge or training, licenses, personal abilities and traits, and
manual dexterity. The physical demands of a job refer to the condition of the
physical work environment; workplace hazards; and the amount of walking,
standing, reaching, and lifting required by the job. Appendix A (at the end of
this chapter) provides an example of a combined job description/job specifi-
ation document for the position of staff nurse in a hospital’s labor and deliv-

§7¢es it

ery department.

The Job Analysis Process

Figure 7.1 indicates how a job analysis is performed, including the functions
for which it is used. Analysis involves a systematic, step-by-step investigation
ofjobs. The end product of the analysis is a document that summarizes infor-
mation about the various job tasks or activities examined. This information is
:,]:I? uSCd. bY'HR managers in developing job descriptions and job sp-cciﬁca-
HRsf,uWhl'Ch in turn are used to guide performance and to <':nhj«mce different
- fnCU_OI.lS, such as developing performance appraisal criteria or the con-
sis s tot.rammg classes (Clifford 1994). The ultimate purp(?se of a job analy-
Improve organizational performance and productivity.

Steps

Th
t OCUPFOC(:SS of conducting a job analysis involves a number of steps. Al-
B healthcare organizations may perform their job analysis differently,
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FIGURE 7.1 R
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they follow a general guide such as that listed below (Anthony, Perrewe, and

Kacmar 1993):

LD ete””_“.”" the purpose of the job analysis. As a result of rapid growth ' ,
downsizing, jobs may have changed in their content. Such chang®® v
cause employee salaries to be inequitable. The purpose of conducti®é
the analysis should be explicit and tied to the organization’s overdl
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s strategy O increase the probability of a successfy] job analysis
nec
buslﬂ

1. :
p;og;;; e Jobs 10 be analyzed. All jobs are analyzed if no previous formal
Jden

Jlysis has been performed. If the organization hag undergone
.Ob anc

s that have affected only certain jobs or if new jobs have been
g <l

chan ‘hen only those jobs are analyzed.

ed . , ; G .
addm;” the process bo employees, and determine theiy levels of involvement.
Ex

loyecs should be informed of who will conduct the analysis, why the
Emp'0) is nceded, whom to contact to answer questions and concerns
flmlys‘:hc analysis will take place, and what roles they are expected to ,
wl‘lcyliln the process. In addition to receiving good communication,
E,l;)ployccs may elect a comm%ttec to serve as a verification check and to
reduce anxicty. Such a committee can also help answer employee
questions and concerns. .
Collect the job analysis information. Managers must decide which method
or combination of methods will be used and how the information will be
collected. Various alternatives are discussed in the next section of this
chapter.
Organize the job analysis information into a form that will be useful to
managers and employees. This form consists of job descriptions and job
specifications. The job descriptions can vary from very broad to very
specific and precise; the level of detail depends on the needs of the
organization. The job specifications must be linked directly to the job
description—that is, they must be relevant to the job.
Review and update the job analysis information frequently. Particularly in
2 dynamic environment such as healthcare, jobs seldom go unchanged
for long periods of time. Even if no major changes have occurred within
the organization, a complete review of all jobs should be performed
every three years (Mathis and Jackson 1985). More frequent reviews are
flecessary when major organizational changes occur.

Data Soyrces and Data-Collection Methods

COnducting
Partment g the in

d
C

job analyses is usually the primary responsibility of the HR de-
dividuals charged with this function. Although job analysts

" typically responsible for the job analyses program, they usually enlist the

O0peratig

Jobs are 1, " of the employees and supervisors in the departments in which
¢ De

1

Much of ¢ "8 analyzed. These supervisors and employees are the sources of

id@mjﬁed
id
in

) mel’gcr .
Cuge ; CO, o lapid

i, _CifOb information generated through the process.
in

ormation is collected in several ways, depending on the purpose
entify thcy' ¢ Organization. Typically, the organizational chart is rcvicwcd.to

955 to be included in the analysis. Often, restructuring, downsiz-
growth initiates the job analysis. A job may be selected be-
ntent hag undergone undocumented changes. As new job demands
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he nature of the work changes, compensation for the ; "

. ]c né N N .

rise and t ¢. The employee or the manager may request job angp . © my
YC. ’ - TR .

have to chang prOPﬁ“c compensation. The manager may alsq be j

appropri:

¢ el mees st festay .
ange for recruitment sclection, training, and pcrfofmantcd i
’ N

a

termine the
documenting ch

: )SCS. .
praisal purpos i consider a number of different methg
‘ Managers should cons ds to col]

Lo because it is unlikely that any one method wil| Provide Zcftin.
“’r"‘“t‘()" jata needed for a job analysis. Among the most Popular m, the
ncccsiﬂ ﬂ;? ;t:on arc observing tasks and behaviors of jobholdcrs, i“tcwi:ds.()f
ﬂ:a;:\:;)u;s or groups, using structured l?:.cst‘ionnali(rics :.md Chccklists,WIp:f
forming the job, reviewing cmployc? work diaries, asking job eXperts thro,
the technical conference method, using a competency model, ang referrip

the Occupational Information Network. Each method is describeq as follow:.

e Observations require job analysts to observe jobholders performing thejy
work. The observations may be continuous or intermittent bageq on
work sampling—that is, observing only a sampling of tasks performeq,
For many jobs, observation may be of limited usefulness because the job
does not consist of physically active tasks. For example, observing ap
accountant review an income statement may not provide valuable
information. Even with more active jobs, observation does not always
reveal vital information such as the importance or difficulty of the tas
Given the limitations of observation, it is helpful to incorporate
additional methods for obtaining job analysis information.

* Employees who are knowledgeable about a particular job (i.e., the
employee holding the job, supervisors, or former jobholders) may be
interviewed concerning the specific work activities of the job. Usuallya
structured interview form is used to record information. The questions
correspond to the data needed to prepare a job description and job
specification. Employees may be suspicious of the interviewer and his ot
her motives, especially if the interviewer asks ambiguous questions.

observations ang :

The use ¢ ] ,
b ] f.mmt ured questionnaires and checklists is most efficient
ccause it is a quick

: and inexpensjye i tion about?
ob. I C I : way to collect informa
Job. If Possible. it is desirable to have several knowledgeable employ®®



-
.
o
g

' 4
Chapter 7: Job Analysis and Job Designﬂ
/}m‘;thods, questionnaires are cheaper and

Compa"cd to ofl ; :
- ced- : . * €O v and expensive
< qminister but are more time consuming and expensive to

casic! \and gement must dccific whether the l-)cncﬁts of a simplified

dwclo . ¢ datd collection outweigh the costs of its construction.

aeth (;:m? gically, managers favor methods of data collection that do not
| ‘S: i fwork and up-front costs if the content of the job changes

equir® Another option may be to adopt an existing structured

jeque Among the more widely used structured questionnaires are

ysis Questionnaire, the Management Position
fption - .and the FunFnonal Job Analysis. Regardless of
her the questionnaire is developed in-house or purchased from a

whe ercial SOUTCE, rapport between analyst and respondent is not

cominl:le unless the analyst is available to explain items and to clarify

misundcrstandings. Without such rapport, s,uch an 1m1?crsonal approach

may have Jdverse effects on the r<?sp9ndent s cooper'atlon and motivation.

The job analyst can perform the job in question. This approach allows

ure to the actual job tasks as well as the job’s physical,

environmental, and social demands. This method is appropriate for jobs

that can be learned in 2 relatively short period of time. However, it is

inappropriate for jobs that require extensive training and/or are

hazardous to perform.

The dinry method requires jobholders to record their daily activities.

Diaries are filled out at specific times during the workday and maintained

for a period of two to four weeks. This method is the most time

consuming of all job analysis approaches, which adds to its cost.

v The technical conference method relies on supervisors who have an

extensive knowledge of the job (frequently called “subject matter

experts”). Job attributes are obtained from these experts. Although a

good data-gathering method, it overlooks incumbent workers’

Petceptions of what their jobs actually entail (Truxillo et al. 2004).

Z:; ‘Z:”me.%y model technique is a popular form of job analysis to.day. A

Cffccijvccr;q; is an undcirlying characteristic of a person that results in

i knz { or superior performance on the job. Itis al:so a cluster of

Pcrformanc\: ::glf, skills, and attitudes that affects. one’s job

Segic gogl at dey and .Ort.h 1999). Competencies are focus-cd on
Petcent of :al tl(irgamzatlor.lal ?utcomc measures. Apprommatcly

MPctency.baseg : care orga.mza‘tlons have developed s,omc form of

"€ populay two-IJOb analysis (Livens, Sanc.he.z, al?d Dc:ortc 2(,),04).

Operengie, (Skﬂlevel competency model distinguishes “can do

“Iperience,) fom e and k,r,lowledge derived from efiucatlon a.nd |
Ctrigics 1y will do” competencies (personality and attitudinal

(Schi at reflect an individual’s willingness to perform)

| PPmanp 1999)

Qllcsdonnmrc' al
ye Positio” L
; Questlonnalrc,

€xpos

(0,

.
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A combination of data-collection methods is often appropriate. The

. b analyst should employ as many techniques as needed to develop valid and
° curate job descriptions and job specifications.
ac

Relation to Othgr HR Fun;tiqns | |

Job analysis provides the basis for tying all the HR f‘u.nctlon.al arcas together
.nd for developing a sound HR program. Not su.rprlsl.ngly,. job requirements
2s documented in job descriptions and job specifications influence many of
the HR functions that are performed as part of managing employees. When
job requirements are modified, corresponding changes must be made in
other HR activities. Job analysis is the foundation for forecasting future
needs for human resources as well as plans for such activities as recruitment,
selection, performance appraisal, compensation, training, transfer, or pro-
motion. Job analysis information is often incorporated into the HR infor-
mation systems.

Before attempting to attract capable employees, recruiters must know
the job specifications for the positions needed to be filled, including the
knowledge, skills, and abilities required for successful job performance. The
information in the job specifications is used in job-opening notices and as a
basis for attracting qualified applicants while discouraging unqualified candi-
dates. Failure to update job specifications can result in a flood of applicants
who are unqualified to perform one or more functions of the job. Until 1971,
job specifications used in employee selection decisions often were unrelated
to the duties to be performed under the job description. In the case of Griggs
v. Duke Power Company (401 U.S. 424) (1971), the U.S. Supreme Court
ruled that employment practices must be job related. When discrimination
charges arise, employers have the burden of proving that job requirements are
job related or constitute a business necessity. Today, employers must be able
to show that the job specifications used in selecting employees for a job are
specifically associated to that job’s duties.

Any discrepancies between the knowledge, skills, and abilities demon-
strated by the jobholders and the requirements contained in the job descrip-
tion and specification provide clues for training needs. Career development is
concerned with preparing employees for advancement to jobs at which their
Capabilities can be used to the fullest extent possible. The formal qualifications
set forth in the job specifications for higher-level jobs serve to indicate how
much more training and development are needed for employees to advance.
The requirements contained in the job description are the criteria for evaluat-
ing the performance of the jobholder. The appraisal may reveal, however, that
certain performance criteria established for a particular job are not completely
valid. These criteria must be specific and job related. If the criteria used to
evaluate employee performance are overly broad, vague, and not job related,
¢mployers may be charged with unfair discrimination.
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The relative worth of a job is one of the MOost impgpy

- L ) ant f,
termining the compensation for pertorming a job, Thix wort) Corg ng
N P e 1 . & . 1 e
what the job demands of an cmployee in terms of skill, effore nn: bast%
) rcs
thc \\! . n&i‘
1 ork iy

Uuable j, iantif)Dc;.

c.g. '
g » POscg a 055][,1“8
Cation shoulq ref ly
ee

bility as well as the conditions and hazards under which
formed. Information derived from a job analysis is alse v
safety and health considerations. If a job is hazardous (
for contracting AIDS), the job description and specifi
condition. Employers need to provide specific informatiop about Such Hhy
to enable jobholders to perform their jobs safely. hiz.;,-d1
Job analysis information is also important to the em lo €Crgly
and labor-relations functions. When employees are considered for py, m“’f’m
transfer, or demotion, the job description provides a standard for . & otfon‘
of talent. Regardless of whether the organization is unionich, infOrm:ﬁ
obtained through job analysis can often lead to more objective HR dCCisioon
Job analysis can be used in employee selection to determine Whether 5, e '11:
cant for a specific job should be required to take a particular kind of teg; %1:
performance standards used to judge employee performance for PmmOtion,
rewards, discipline, and loyalty should be job related and based on the job g
scription. Job analysis information can also be used to compare the rejyg,
worth of each job’s contribution to the organization’s overal| performane,
Finally, job analysis can be used to determine training needs b
current employee skills to skills identified in the job analysis,

grams can then be put in place to reduce employees’ skill gaps.

y compan'ng
Training pro-

Legal Aspects

Although HR Mmanagers consider job descriptions a valuable tool for perform-

ing HR functions, they encounter the following problems when using these
documents (Grant 1988):

1. They are often poorly written and offer little guidance to the jobhold.

2. They are generally not updated as job duties or specifications change.

3. They may violate the law by containing specifications that are not related
to job performance.

4. The job duties included are often written in vague, rather than spedific,
terms.

5. They can limit the scope of activities of the jobholder in a rapidly
changing environment.

A major goal of job analysis is to help the organization cstablish'th; gl‘;f:
relatedness of jts selection and performance requirements. Job analysis e
employees to meet their legal duties under equal employment OPP?erro.
law. Section 14 C.2 of the “Uniform Guidelines for Employee Selcctlonalysis
cedures” states that “There shall be 3 job analysis which includes an 3" Ay
of the important work behaviors required for successful performance. - -
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o alysis should focus on \\;ork behavior(s) and the tasks associated with
job EEOC 1978). Today’s legal environment has created

”»

1 A e m : a neced f
:;f,_nc evels O't SPtChC;:l:ll]t‘}:'Slﬂc);)tl;cal)l:ll.::ms and.iO.b dc.scriptions. Federal guid(Z
““-cs A d ‘ritcril“)l (EE(l)C (l);n?lf““c}quurcmcmS ofa job be based
o Jid iob.-rclatc 1'-L i " 8). Employment decisions that jn-

e cither job GPP ‘Laf“s or L.mP oy t.cs and that are based on vague and non-
?1b-rn‘l.ucd criteria are increasingly being challenged, and the challenges have
n:oﬂl)' been succcsstful. h'lallagc.rs§of small healthcare organizations, where
 loyees may P?rtorm n.mn?' dlﬂchITt ].Ob tasks, must be particularly con-
ened about wrmng.spcaﬁc ].ob. descriptions.

\When writing job descriptions, employers must use statements that are
rerse, direct, and worded simply,‘cxc.luding unnecessary phrases and terms.
Typicallys the sentences th;.\t describe job duties begin with verbs (see Appen-
gix A). The term “may” is used for those duties performed only by some
workers on the job. Excellent job descriptions are of value to both the em-
ployee and the employer. For the employee, job descriptions help them learn
their job dutes and remind them of the results they are expected to achieve.
For the employer, job descriptions can minimize the misunderstandings that
occur between supervisors and subordinates regarding job requirements.
Good job descriptions also establish management’s right to take corrective ac-
ton in the event that the duties specified in the document are not performed
atall or are performed at an inadequate or inappropriate level.

Job analysis is surrounded by several legal constraints largely because it
serves as a basis for selection decisions, compensation, performance appraisals,
and training. These constraints have been articulated in the “Uniform Guide-
lines for Employee Selection Procedures” and in several court decisions.
Again, as the guidelines state, “Any job analysis should focus on work behav-
ior(s) and the tasks associated with them.” To determine this, organizations
should assess job skills, knowledge, and abilities needed to perform the jobs.

After this is known, selection procedures can be developed (Thompson and

Thompson 1982).

Job analyses that were not performed in organizatio
t%lc successful challenge to the validity of the organizations’ selection deci-
ions; see Albermarle Paper Company V. Moody (422 U.S. 405) (1975). Nu-
Merous court decisions regarding promotion and job analysis also exist. In
Rowe v, General Motors (32 5 U.S. 305) (1972), the court ruled that a com-
P any should have written objective standards for promotion to prevent dis-
Cﬂminatory practices. In U.S. v. City of Chicago (6573°E. 2nd 416 [7th Cir.])
(1978)’ the court ruled that the standards should describe the job for which
the person s being considered for promotion. In both cases, these objective
*andards can be determined through job analysis (Nobile 1991). .

Before the “Uniform Guidelines” and the associated court cases dis-
ssed earlier, labor contracts required consistent and equitable treatment of

ns have resulted in
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unionized employees. The information providcc.i b‘)’ job analysis i help
both management and unions in contract ncgotiations and‘ in avoidjp
solving gricvances, jurisdictional disput-cs, and other conflicts. For th
sons, unionized employers have found it advantageous to Prepare writge, i
descriptions and job specifications. The passage ofthe /'\mcncans with Disabil
ities Act (ADA) also had a major impact on job annlysfns. Mﬂnagcrs — A
adhere to the legal mandates of the ADA when preparing job dcscriptions ang
job specifications (Mitchell, Alliger, a!1d Mot‘fOPOf\IOS l99.7)- The Apy -
quires that job dutics and reasonabilities .bc essential functions for Successfy
job performance. If the job requires the jobholder to perform certain essep.
tial physical and mental tasks, these requirements should be stated i the jol
description. Section 1630.2 (n) of the ADA provides three guidelines o, ren.
dering a job function essential (EEOC 1992):

[ re.
Cse rca.

1. The reason the position exists is to perform a function.

2. A limited number of employees are available among whom performanc,
of the function may be distributed.

3. The function may be highly specialized, requiring needed expertise or
abilities to complete the job.

Managers who write job descriptions in terms of essential functions re.
duce the risk of discriminating on the basis of disability. Once the essential
functions of a job are defined, the organization is legally required to make a
reasonable accommodation to the disability of the individual.

The job analysis process is the basic method used to identify essential
job functions. An essential job function is one that is fundamental to success-
ful performance of the job, while a marginal job function is incidental to the
main function of the job (i.e., it is a matter of convenience and not a neces-
sity). Qualified individuals with disabilities are persons who have a disability
but meet the skill, education, and experience of the job requirements and can
perform the essential functions with or without reasonable accommodation.
Reasonable accommodation means the employer may be required to alter the
accommodations of a particular job to enable a partially disabled person t0
perform all essential functions. However, employers cannot be required ©0
make an accommodation that imposes undue hardship.

Other legislation that requires a thorough job analysis includes the
following:

* The Fair Labor Standards Act categorizes employees as exempt and 1o
exempt based on the job analysis.

The Equal Pay Act requires equal pay for equal work. When pay

: : _ . 1o art
dlffcrent.lals exist, job descriptions can be used to show whether] Obsl;:18
substantially different in terms of skill, effort, responsibility, and WOr

conditions,
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/tsActoftmr;qUires the use of job specifications to
il

s of discrimination, initial sclection, promotion,

ai
[] dcfcnd Q%QHR decisions. . . .
nd othe ~siondl Safety and Health Act requires that job applicants are

u

:ob descriptions that specify the elements of the

fhe V% advance the J -
ployee health or are considered distasteful.

'
vn !
hO\rhat may endanger

in Environment |
il approach to job analysis assumes a static job environment,
dinion:

" remain relatively stablc. apart from inc1.1mbcnts who hold th.csc
where J° mes jobs can be meaningfully defined in terms of tasks, duties,
jo [ asst d behaviors necessary for job success. Unfortunately, these as-
.cs.scs, Escollnt technological advances that are often so accelerated that

?ns ¢ defined today may be obsolete tomorrow. In a dynamic environ-
o that & ob demands change rapidly, job analysis data can quickly become
pent VBETE) te. Obsolete job analysis information can hinder an or-

red and inaccura
bility to adapt to change. Several approaches to job analysis may

e need for continuous change.
future-oriented approach to job analysis. This strategic
managers to have a clear view of how duties and tasks

outd‘J
gmilﬂ[ion,s a
;cspond to th

First, adopt a

analysis of jobs requires
anbe restructured to meet organizational requirements in the future. One

nethod to this approach was performed by researchers in one study. They
sked experts on a particular job to identify aspects of the job, the organiza-
ton, and the environment that might change in the next few years and how
those changes might affect the nature of the job (Schneider and Konz 1989).
The collected data were then used to describe the tasks, knowledge, skills, and
abilties needed for doing the job in the future. By including future-oriented
information in job descriptions, healthcare organizations can focus employee
dtention on new strategic directions (Priem, O’Brien, and Gamble 2004).
. For example, one organization decided to change its strategic focus to
Z:ir;gzsg‘i,ts “ctl}llstomcr-consci01.1sncss” orientation (Georgc.1990). ]op.c?c-
it cs: :— en amended to include .ta.sl.<s., knowledge, sk.Jlls, and a‘bxl.mcs
based mope (()):w; contact and .resl.)onmbllmcs. These new .]ob descriptions
Second ad\; at the organization wanted to be c?omg in tl-lc future.
s o c,h amcF;t a C(.)mpctency—based approach to job analysis that places
e and gy, CErIiIstlcs of successful performers rather than on st?ndar.d
Match ¢he el ,unt 1996; Van Wart 2000). il“h.cse compctcna.cs will
mtcr_PCTSOnal iy OIS C'ulturc.: and s.t-rategy and will include such thlr.lg.s as
2 ing caPabilitiesumcau?n skills, ab-lhty to work as part of a t.c?m, decision-
Watiop (Carson, conflict resolution know-how, adaptability, a'nd self-
“dnces Cultur of and- Stewart 1996; Van Wart 2000). This technique en-
continuous improvement, as organizational improvement

| aCons "
\ tant am, Both th fi 5 .
e first and second approaches to change-oriented job

fmpha
Job dy
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wtial impracticalitics, including the dependence op b
rately predict futurc job needs, thc. uncertajn thaa il.
OC guidclines, nn.d the ambiguity i iob dcst t‘hc
It of creating them based on .cst:matcs. N hp.

a resu ¢ a generic job analysis. The traditional job analyy;
. jesired change and flexibility by compartmenl:a. :
: d specifically defining prcsuma!)ly static jobl ’ch?ractcristics, It in aliy,
mgri}", ;ilccision making downward in the f)rgam/,f\tno{n cross-training c:
sl;(l) \ﬂcl:f‘ and getting employces involvcdfl.n bqtli.::lct: m:ipzlovcmcx.n Cffort;
(Bl:'wncy 1992). Reducing the nflmbcr ;) (;oﬂ o al: eveloping Mor
gcnéric job descriptions can provide nceded flexibility to manage Unangig;
c.
ey C:;:fxamplc, Nissan Motor Comf?an.y h:‘ts only one job .dcscripti(,n Bhe
hourly production employces. This description is generic and g.lv.cs the organ,
ization the opportunity to usc employees a.s needed. Cross-training angd m.
tiple job assignments arc possible with .thl.s app.roach. H.ov‘./evcr, employees
may experience more conflict and ambiguity with generic job description

Undoubtedly, most jobs are getting bigger and more complex.
The last item on a typical job description is often “any other duty thy

may be assigned,” and this is increasingly becoming /e job description. This ep.
larged, flexible, complex job changes the way virtually every HR function s per.
formed. For example, in recruitment and selection, individuals who possess the
technical skills required to perform the job are not viewed as ideal candidates
anymore. HR managers are also looking for broader capabilities such as compe-

tencies, intelligence, adaptability, and an ability /willingness to work in teams.
The rapid pace of change in healthcare makes the need for accurate job

analysis even more important now and in the future. Historically, job analysis
was conducted and then set aside for a reasonable time. Today, however, job
requirements are in such a constant state of flux that job descriptions and spec
ifications must be constantly reviewed to keep them relevant. By one estimt,
people may have to change their entire skill sets three or four times durin3
their careers (Snyder 1996). If this projection is right, the need for accu®
and timely job analysis is becoming even more important. Organizations thatv
b i b econs
taining to update Ot possess .thc needed skills or may not provide 1
employee skills.

analysis have potc

managers to accu

., f -7
M with EE

analysis will comply

tions as
Third, conduc

proach scrves to constrain ¢

Managerial Implications

S . i
everal challengcs may limit the impact and effectiveness Of j b analyslsl

healthcare - : be
organizations, Top Mmanagement support of job analys$ ma}" ;

lukewarm o : of
I nonexistent and o ) ficatt
) updating jo reds ob spec
May not occur, The reasop 3 8 job descriptions and jOD SP°""" ¢ d

appreciation for the ; for these may be a lack of undcrstanding_?1 e
€)0b analysis process and its significance in SUPPO"™
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ective : ot . g
Cﬂcformc 4 and job descriptions and specifications are
ef : »e. The organization, i ;
p.olvc over ume- ffg » 1N turn, operates with outd
¢ . h adversely affects employee and organizational ougc

polh TthC a
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Sad

: ion of a .
mplementatio Il HR functions. As 5 result, job analysis i
¢ SIS 1S not

ot modified as jobs

ated informa-
omes,

o \Vhl
ing challenges

forementioned situations may create the follow

possiblc strategies):

Only single methods o:f Job analysis may be used. A combination of

methods might provide bcttc.r and more reliable data. Ip addition, input
from job incumbcntS,. supervisors, and experts may provide more ’usagr
and valuable data for ]ob.descriptions and job specifications, i
The jobboldcr and supervisor may be excluded from the o A e

" pecause of their extensive knowledge of the relative importance of .

warious job functions, both jobholder and supervisor should be involved

in the process.

Sometimes the employee is involved in the process but is not allowed

sufficient time to complete the job analysis with any level of quality. This

often results in a poorly written, insignificant, vague, and nonspecific job

description or specification that is of little value to the organization and
may create legal liability. Obviously, employees should be allowed
sufficient time during work hours to complete their input into the job
analysis process.

Because neither managers nor employees are trained or motivated to

generate quality data, their data may be distorted. This could be

overcome through training, making employees aware of the importance

of the process, and providing desired rewards for good data.

. Sometimes job descriptions imply that the job incumbent will only perform
those job duties outlined in the description. This could foster an “it’s not
my job” philosophy. Consequently, the last duty shown on the job
description should be phrased as “any other duty that may be assigned.”
This is increasingly becoming the job description. Healthcare executives
can no longer select individuals who possess narrow skills required to
perform a job. They must go deeper, and seek other competencies such
2 ability to adjust and willingness to work in teams. Such qualities

should be incorporated into job specifications.

. Many Job analyses do not go beyond the initial phase of reporting what the

idl
tin:,etthhat they must be constantly reviewed to keep

Jobholdey currently does. The job should also be critiqued to determine
Whether it i being done correctly and whether other job fllIlCtiOl:lS may
¢nhance the jobholder’s contributions to achieving the organization's

nts are changing so rap-
them relevant. Yet the

Fina“y, speed is of the essence. Job requireme

At can be devoted to job analysis has been diminished. Recently, “job
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analysis at the speed of reality” has been developed as a shopy
the interview method. Through this process, a validated job a
completed in between two and three hours (Hartley 2004),

Cr verg;

On

: 0

Nalysig cap bf
¢

Job Design

Job design is an outgrowth of job analysis and is a process of g
to help improve organizational efficiency and employee job Satisfactj(m'
process involves changing, eliminating, modifying, and cnriching duties i
tasks to capture the talents of employees so that they can contribyge 6 d
fullest and develop professionally. Job design should simulta
the achievement of organizational objectives and recogniz
and needs of those who perform the job.

Job design encompasses the manner in which a given job is defined 4, d
how it will be conducted. This involves such decisions as “will the job be hap,
dled by an individual or by a team of employees?” an
“how does the job fit into the overall organization:?”
and responsibilities into a unit of work to achieve a

tructuring job

¢

neously facilitatc
e the Capabilite,

d such determinan’ons a
Organizing tasks, duties

obviously reduce the flexibility of healthcare €xecutives in designing jobs.

Specialization in Healthcare

Restazs’ Portservice positions (U.S. Census Bureau 1998)
s have concluded that specialization has inherent limitation’

and has b -
e ;iendtakcn t0 extremes in healthcare (Fottler 1992). Because Ofthi
S . s s /ork
Y advantages of Specialization, pey approaches to organizing wor
) €S1gn are needeq. criticism is that specialiZCd workers

co
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a possibility that the quality of work will suffer. To counter

” bring‘ngof specialization and to enhance productivity and employee job
31‘ problcm:1 althcare executives have implemented a number of job-design

cio 7 ptions tO achieve a better balance between organizational
T b-rcchIg“ cvand productivity and individual needs for creativity and

n ]0 fo[ cfﬁCiCn . . . i
Jemd? 5 Four alternative redesign approaches are (1) job redesign (i.c., en-
1 ) 4

ton® ,-cnrichmcnt, and rotation), (2) employee empowerment, (3) work-
llr"!d“cn;,cSiszn (€8 employee involvement groups, employee teams), and
group L sch;d‘ﬂc redesign. Each of these approaches is explored below.

g) work’

nt
ob Enlﬂfgrizlet involves changes in the scope of a job to provide greater va-
_Ob.cnl the employee- It is a horizontal expansion of duties with the same level
! :nom)’ and responsibility. Alternatively, job enrichment adds additional
of d is a vertical expansion of duties. One specific

qutonomy and responsibility an
profcssion that was developed in response to cither job enlargement or job en-

ichment s the mulsiskilled bealth practitioner (MSHP). The MSHP is a “per-
son cross-trained tO provide more than one function, often in more than one
discipline” (Vaughan et al. 1991). These combined functions can be found in
2broad spectrum of healthcare-related jobs and range in complexity, from the
nonprofcssional to the professional level. The additional functions (skills)
Jdded to the original worker’s job may be of a higher, lower, or parallel level.
Most theories of job enrichment stress that unless jobs are both horizon-
tlly and vertically enriched, little positive impact is made on motivation, pro-
ductivity, and job satisfaction (Lawler 1986). Because the MSHP concept may
involve horizontal, vertical, or both types of enrichment, whether it should be
expected to enhance organizational outcomes is unclear. Research on the con-
copt reveals that the outcomes have been positive in terms of enhanced produc-
tiy, job satisfaction, and patient satisfaction (Fottler 1996). However, those
l:?ﬂﬂvf outcomes depend on many «contingencies,” such as whether the
n:cg;stfocmployccs are chosen for the program (i.e., those with higher-order
it rl fcrsonal grc?wth), implementation processes, available training oppor-
» legal constraints, and continuing top-management commitment.

ETH.’:) lo}{ ee Empowerment
pmgr:s nigg;‘;lﬁfg;mcnt/ job enrichment approaches, such as the MSHP, are
PIOYCcs, Aless s t‘: managers and supervisors formally change the job of em-
job chapges thre uCLuer approach is to allow employees to initiate their own
Opmen Dimcnsizg the COn.ccpt of empowerment. Ann Howard of Devel-
teision-py, akin s II’ltc.rr%atlonal defines empowerment as “pushing down
Omerg» (Simig responsibility to those close to internal and external cus-
son 1999). To support empowerment, organizations must

Sharc i
With
¢wo . .
rkforce information, knowledge, power to act, and rewards.



; i)

s employees to become innovators ang &

1 d anagCr
cs them more control and autonomoyg ¢ y

ccisi(,n_

Empowerment encourage

of their own work and giv
(Ettore 1997). . 1 ‘ :
Empowerment can involve cmpl()'ycc, cont‘rf) f)\tcr the job o
and rcsponsibilitics),. the job context (i.c., thc’cnvimn N
ditions under which the j(_)h. is ]?crformcd), or‘ both (Forq and g,

Most healthcare organizations :.lrc not ready fo.r both nd g
. powerment on an incremental basis, For eMpoy,
erment to thrive and grow, organizations mf’ft C“C‘ziur agclparticipation’ i
povation, access to information., accountability, a]n a fcu turc' tha.t is Open
and receptive to change (Garcia 1997). Examples o organizations tp,,
ccessfully implemented employce empowerment include Cigng
the State of Illinois, Mesa (Arizona) Community College, apg

making capabilitics
nlcn[

(N functions

tal con
tler 1995)
advised to implement ¢m

have su
Healthcare,
the State of Kentucky.

Work-Group Redesign

Table 7.1 outlines the six forms of work groups or teams currently being useq
in healthcare. Teams are groups of employees who assume a greater role in the
service process. They provide a forum for employees to contribute to ident-
fying and solving organizational problems. With work teams, managers accept
the notion that the group is the logical work unit to resolve organizational
problems and concerns.

Regardless of which team structure is employed, several team processes
have been identified with successful teams. These include commitment to
shared goals, motivated and energetic team members, consensus decision
making, open and honest communication, shared leadership, a climate of trust
and collaboration, valuing diversity, and acceptance of conflict and its positive
resolution. A good team also requires that employee selection partially con-
sider the potential employee’s interpersonal skills and that extensive training
for team members be provided (Bohlander and McCarthy 1996). The man-
ager must also adapt to the role of leader (rather than supervisor) and not be
threatened by the growing power of the team. '

X Because many teams fail to operate at full potential, organizations m.uSt
ozcil‘;a;fgﬁf:g:z;nf)obstac.les to the: effective functions of teams, if.ldu‘i‘a;]g
lack of power (Levy 2’:8 lmall):PmPrlate compensation, lack of tralﬂlni’c -
trained to work outsj de thc)i r o.r cxample, .ncw team members muséon b
tems must be constructed tq Prlmary. ﬁn.lc.tlonal Steaianc co.mpcnsa ts. Nev
carcer paths to gencra) pog. reward individuals for team aCth\./ffmen : )
agement and /or higher clinical positions mu

t
IVes to work with teams (Yandrick 2001). Comfteof

kills in team leadership, goal setting, cond?
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/ Description ;AB LE 7.1
ypes of

7 A group staffed. by a mix of specialists Employee
functiof'al (nurses, physicians, and managers) and Teams in
(105 formed to accomplish a specific objective, Healthcare

(e Usually, membership on this team s assigned

rather than voluntary.

A group formed specifically to design a new
service. Members are assigned by
management on the basis of thejr ability to
contribute to team success. The group
normally dispatches after task completion.

U A group of highly trained individuals who
Se,f_directe s workgroup) are accountable for a whole work process that
(orauw"om provides a service or product to an internal or

external customer. Members yse consensus
decision making to perform job duties, solve
problems, or deal with internal or external
customers.

A group formed by management to resolve
a major problem. This team is responsible
for developing a long-term plan for problem
resolution that may include a change for
implementing the proposed solution,

sk force team

Process improvement A group made up of experienced employees

team (or employee from different departments or functions

ivolvement group) , and charged with improving quality,
decreasing waste, or enhancing productivity
in processes that affect all departments.
Members are normally appointed by
management.

Wl team A group with any of the above purposes that
uses advanced competitor and telecom-
munication technology to link geographically
dispersed team members.

divere: ion making, conflict resolution, effective communica-
Iy awareness (Bel] and Smith 2003).

WOI’ k. Sc h
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Meeyy "
. lings, team decis
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bl o Ule Redesigp

Ogpyy . - Work- . . .
c”htlrtj Schedule redesign is to give employees greater control

nly, €. Varj ) X
“°rk\vcek of ﬁl0us types of adjustments in work schedules alter the nor-

Ve eight-hoyr days in which everyone begins and ends
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< came time. Such adjustments are mm!c 1o improye or. |
their workday at the .N-m,(;md morale by giving employees increase Conteq |
ganiz;\tional prnd.uc'nwl?" By allowing employees greater ﬂcxihilitzy in Work
over their work schedules. ?lucc some of the most common cauges of ta .
scheduling, cmplo)’t:rs cnnll::: s ri‘c time pressures of life. Employees c;;
diness and nbscmccls.n;-l-‘. ) t-O ‘L :. sromailitsthie IEHIes, diln sa prcsqu,'
adjust thcir'w.urk schci( lu‘ L.«mcl! 'g,ai" greater satisfaction. Employers cap ’ ¢
to meet a rigid sc.hc& ule, -l s zeceulting and retslalng PEronnEtsyhiL: n-
hance their attractivencss when rec A ) ¢im.

: ir ¢ rer service (poor service is a direct result of low levels of
proving thc'r.wSt?n i d quality may also be enhanced
employee satisfaction). Productivity and quality ¢d (Gale
2001a,UZI:)dOclr bt)[;c compressed workweek scheme, the number of days i the
workweek is shortened by lengthening the number of hours worked per day,
The four-day 40-hour week (4,/40) is the most common form of compresseq
workwecks, and the three-day 39-hour week (3,/39) schedule is less commop,
The compressed schedule accommodates the leisure-time activities and per-
sonal appointments of employees. Potential barriers to this schedule design are
the stringent rules under the Fair Labor Standards Act that require the pay-
ment of overtime to nonsupervisory employees who work more than 4¢ hours
aweek. Long workdays may also increase the amount of exhaustion and stress
for employees and managers. A 2006 survey by the Society for Human Re-
source Management (SHRM) reported that 35 percent of the employer re-
spondents offered some type of compressed workweek (Thompson 2006).

Flextime, or flexible working hours, allows employees to choose daily
starting and quitting times, provided that they work a certain number of hours
per day or week. Typically, there is a “core period” during the morning and
i e i s s A QU 1 b on e
el B In clerical or management functions,

) surance, and human resources. However,

'm to peaks in the daily or weekly work
needed to orient, train, and develop O

Anizations that have developed a phy
WS physiciang AiSer Permanente jn northern Californt®
t Job share, jo sharing is best suited for
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h tO work part time and older workers who wish to phase

ces W 10 W ing can reduce ab i
Plo)-remcﬂt- job shari g d " absenteeism because it allows employ-
00 ime tO sccommodate their personal needs even wi
0" have © :on of valuable employees. L
y 50 a 2005 qurvey by the .Familicjs and Work Institute found that 46 per-
A ¢ organizations with 50 or more employees allowed some
hare, while only 13 percent of the respondents allowed all
HR Focus 2006a). A survey of 1,020 employers by He-
d that slightly more than 25 percent of the respon-
job sharing (Bach 2006).
Jring may pose problems for employers. Among the possible
me required to orient and train a second employee and pro-
benefits between the two job sharers. The key to making
s appanCh work is good com.munication between partners through phone
5. voice mails, or written updates (Schultz, McCain, and Thomas

(3"5, c-mail ) .
2003). It Jlso helps if the two partners have worked in the organization to-

gether pefore they decide to share a job.
One of the most significant work-schedule innovations is telecommut-

ing (Conklin 1999). Telecommuting is the system of performing work away
from the office with the use of computers, networks, telephones, and fax ma-
dines. In 2000, an estimated 25 percent of the U.S. workforce were
relecommuting either full time or part time. The number of telecommuting
employees increased from an estimated 19 million in 2000 to 31.5 million in
2002 (Garvey 2001). The 2006 SHRM survey revealed that 26 percent of
the employer respondents offered some type of telecommuting (Thompson

2006).
The most important reasons that e

f rcspondcn
s t0 jOb §
to do sO (
ociates showe

cent 0
cmploycc
cmPloycLS

it &
dc[l[S

od ASS
offchd
Job sh

s are the ti
of emploYe©

mployers use telecommuting are to

reduce costs (33 percent), improve productivity (16 percent), increase em-
ployee retention (16 percent), boost employee morale (15 percent), and en-
hance customer service (11 percent) (Reilly 1997). Italso decreases overhead
costs as it eliminates or minimizes the need for office space. The two most im-
i);?;t advamag_ﬁ.s of telecommuting are increased flexibility for employees
Wise bcp ::Vid ability for organizations to attract workers who may not other-
tentia] los: l ?blc (Wells 2001). Drawbacks of telecommuting include th.c po-
dction theod.;mp loyee creativity because of lower levels of face-to-face inter-
Cvalua)ti()n . ifficulty of developing appropriate performance st.andards and
oY system );Stcms’ and the challenge of formulating an appropr.latc technol-
Megatively af(;r telecommuting (Capowski 1998). Telecommuting may also

ect employee—supervisor relationships (Wells 2001; Janove

Tk adires s '
fom N addition, if some employees are denied the opportunity to work
dissatisfied employees.

ting j .
Bged iy g ng is obviously more appropriate

b



are
m Human Resources in Healthc

choice, employees prefer a mix ?r \\'(‘)rk.i‘n‘g‘ P(‘}"'t fl) f tll:; hme from hory,
art of the time at the employer’s PREBICS ( archick 2006), g
part of the tin ork-schedule innovation is the use of Continge,,
t\'nmhcr (‘,\,:)crnl ‘nt']"“h()r separates contingent workers into t\vow rle;,,'
(]lh)ci ::i:mll)ltii::\rt contractors and ()n-jall \\: )‘r,i:;r:(\,::::)rar; called tow 8:0::; )
when needed, and (2) temporary or's \()T't :td ok 9 oth of theg, 8'0upy
have been growing and represent “Ppml"{' ';‘ y20().5 .p;;:{c;t and 4,) pcr&m‘
respectively, of the U.S. workforce ,(H Oc.,fs‘ | ,ﬂ o'cm 2006b I
lr:asons to use contingent workcrs. 1-n‘cludc sc‘?lslo‘n‘a uctuatllons in ¢ S‘Um;
demand, project-based work, acqu.lsmon olf ski d.s.cts S?t availab|e amg ™
rent employees, hiring freezes, rapid growt‘1, al‘m ina ;quatc supply Of“ﬂain
occupations (e.g, registered nurses). Contingent \.zvor ers may Posc Mangg,
rial challenges, such as unclear management reporting .rclanonshlps, lack ™
countability for performance, high rcl:m.vc compt‘ﬂsatfon’ I?W I'etentigy fat
variable attitudes and work quality, and inadequate orientation and trainjp,
In sum, the healthcare industry can and does use all o.f the Work'schcdulc
design approaches discussed here for posmo‘ns that do not involye Clinicy| Care
of patients. Positions that involve direct patient care must be .staffcd 24 hoy,
a day, seven days a week. A compressed workweek or job sharing are the mog

appropriate work-schedule adjustments for employees in such Positions,

&

Summary

Job analysis is the collection of information relevant to the preparation of job
descriptions and job specifications. An overall written summary of the taskre.
quirements for a particular job is called a job description, and an overall it
ten summary of the personal requirements an individual must possess to srlc-
cessfully perform the job is called a job specification. Job analysis informaton
developed in the form of job descriptions and job specifications provides it
basic foundation for aj| human resources management functions. .
Some combination of available job analysis methods (i.c., obscr\’aﬂ‘?:
interviews, questionnair €, Job performance, diary, technical Confcrcn“;
competency model, and O*NET) should be used because all have advant®
and disadvantagcs. Key considerat e
should be the fit between the method and the purpose, cost, practlcallf)’a .

. s ati0n
an overall judgment on, the appropriateness of the method for the %"
question, The Primary purpose

ing*,
Healthcare Cxecutives gh U p”’n

¢
. ould follow these steps when conds
analysis: (1) determine Purpos

e
¢, (2) identify jobs to be analyzed> (
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ployees, (4) collect job analysis inform
och

I')ob descriptions and job specifications, and (6) review and
! orm? "documcnts frequently. Job d’CSCl' il’tl:f)lls and job specifications, as
lyses, must be done and their processes must be valid, ac-
d. Otherwisc, the healthcare organization may face legal
Jarly in the arcas of employee sclection, promotions, and
rcussu?ns, l?r he “Uniform Guidelines” and associated court cases provide
- exccutives avoid charges of discrimination when developing
ob analysis data. In today’s rapidly changing healthcare en-
xecutives should consider the potential advantage of
ob analyses when change is more predictable and generic job
is less predictable. Both of these concepts may have le-
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B hen change i
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gorP
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significant ©

mrk-SCth“lC redesign.
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piscussion Questions

1. Why should healthcare executives
conduct a job analysis? What purpose
does it serve? ,

2. What are job descriptions and job
specifications? What is their
relationship to job analysis? What will
happen if a healthcare organization
decides not to use any job descriptions
atall?

. Consider the position of the registered

f ".UTSC ina large hospital. Which of the

E’f‘: methods of job analysis will you

whyyo collect data on this position, and

Deseri :
y ﬂ.bc the steps involved in the job
YIS process,
ow :
& ca'n the existence of a high-
Uma?;mb analysis make a particular
resources function, such as

o

q

ation, (5) organize the

ical limitations that must be considered before the concepts are
P
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