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1 LEARNING OUTCOMES

oy

After completing this workbook, you should be able to
e discuss issues impacting on the design of jobs
describe how the design of a job affects employee motivation and performance
show various methods of designing motivating jobs
explain how motivating jobs can be created by building work teams
describe organisational programmes such as total quality management
explain the basic elements of a job analysis programme
describe the end products of job analysis
identify the major methods of job analysis
discuss the future use and updating of job analysis information
refer to techniques useful in writing job descriptions
explain the major elements of job descriptions and job specifications

2 KEY CONCEPTS

Before you begin studying this workbook, refer to the key terms at the end of chapter 5 in
A ,%i the prescribed book. This will assist you in becoming familiar with the different concepts
" that we refer to in this workbook.

-’



HRM2601/Workbook 04

Some of the important key concepts in this workbook are:

Virtual
Telecommuting
Re-engineering

teams Enlargement
Robotics

Enrichment
rotation

Ergonomics
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ACTIVITY 4.1: About my job

What is job design and how does it affect our daily work. Watch the following video and then reflect on
the questions that follow.
The opening - A day in the life of a PwC tax associate
(https://www.youtube.com/watch?v=T0o8UOKkICooU)

1. Does the job consist of a variety of tasks or is one specific task repeated daily?

2. Do you think that a robot would be able to do some of these tasks?

3. Describe the work environment of the job (look at factors such as noise, lighting, temperature,

hygiene, and so on).
4. Would it be possible to do this job in a shorter period, or even at home?

FEEDBACK

After watching the video, you may have thought of the following aspects:

e The employee does a lot of things and different tasks during the day. As individuals, it is common
to enjoy some tasks more than others. Some tasks may be easier to complete owing to our
strengths, whereas others may be challenging.

¢ The job includes interaction with clients, colleagues and other people. As a consultant it is vital to
interact with your clients and therefore a robot cannot replace all the tasks done by this
employee.


https://www.youtube.com/watch?v=To8UOklCooU

e The working conditions for the employee are safe and conducive to learning and productivity.
Travelling to meet clients may result in the employee changing his work environment.

If you thought of these aspects, you have touched on some of the most important aspects of job design.
All of these aspects (and more) affect the design of jobs and they therefore also influence the motivation
levels of employees.

3 INTRODUCTION

From activity 4.1, you should recognise that jobs don’t simply consist of the tasks and duties to be
performed. Many other factors (both internal and external) can impact on the design of a job. Before an
employee can do his/her job effectively and efficiently, the job has to be designed to satisfy employees’
needs and also organisational needs. Employees therefore have to feel that the job is satisfying and
meaningful to them. The organisation will then reap the benefits of a motivated workforce, increased
productivity, lower costs and opportunities for growth and development.

In this workbook, you will learn about
e ways to determine the tasks, duties and responsibilities of a job
ways to identify the abilities and qualifications the job incumbent should have to do the job
the relation between job design and employee motivation
the elements of a job analysis
the role of job descriptions and job specifications

4 DESIGNING JOBS

Changes in the different environments in which organisations function mean that organisations are not
stagnant and have to review their business practices continuously. They need to improve customer
service, product development and market growth and development. These improvements might
necessitate job evaluations, re-organisation of workflow, business re-engineering, development of work
teams, etc. Whatever the proposed changes and their related requirements are, the following question
needs to be answered:

How should the tasks and duties of a job be organised to achieve the organisation's goals?

Before we look at approaches to job design, do activity 4.2. This activity is a general example that
illustrates how job design can affect the employee.

:‘,'/ :
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ACTIVITY 4.2: Profiling jobs and job design

Walk through any large supermarket store close to your home or office and observe some details about
the employees and how they function and interact. This checklist can guide your observations:



Name of supermarket
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# Question Yes No Comments
1 Are all the employees the same:

e age?

e gender?

e race?
2 o Do all the employees seem satisfied

with their jobs?
Why do you think this is the case?

3 Do you think the employees are motivated
and proud of their jobs? Give reasons.

4 Do the employees seem willing to assist
customers? Give reasons.

5 Do you think the employees are productive
and manage their time effectively? Give
reasons.

%
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FEEDBACK

In completing the checklist, you might have had to look differently at how the employees in the
supermarket store functioned and interacted. Were you surprised by your observations?

From your own experience and your observations you will agree that most organisations have to deal
with a diverse workforce in terms of age, gender, race, personality, lifestyle, background, experience,
skills, capability, etc. Determining the levels of motivation, pride, quality of customer service and service

delivery is a subjective viewpoint and will be based on your own criteria.

However, from your observations you should have seen that what employees do and how they do it will
affect their attitudes, motivation and satisfaction levels. Therefore organisations have to design jobs to
accommodate all these differences, needs and requirements. Proper job design will lead to satisfied and

productive employees and this will impact positively on the organisation.

4.1 THE CONCEPT OF JOB DESIGN

Ve
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STUDY

Study the sections "Dividing work into jobs" and "Designing jobs" in chapter 5 of the prescribed book.

Now that you have worked through this section, you should be able to answer the following questions:

What do the concepts "work" and "job" imply?

What is workflow analysis and why is it important?
What is re-engineering?
What is the purpose of business re-engineering?
What external and internal organisational factors need to be considered when designing jobs?

According to Warnich et al (2015), job design determines how work is performed.



How an
employee
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Employee
decision-
making

Number of tasks
the employee
should complete

Figure 4.1: Affecters of job design
Source: Adapted from Warnich et al (2015)

Figures 5.1 and 5.2 in the prescribed book illustrate a model of job design and a framework for job
design at micro level, respectively. Make sure you understand the integration of the different factors

listed in the model. These are both the internal and external factors that impact on an organisation. The
factors listed in the framework are mainly those that play a role in every individual job.

ACTIVITY 4.3

Complete the statements in this table:

1. | Job design is the manipulation of

2. The content of a job encompasses

3. The functions of a job encompass

4. The relationships of a job encompass
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Job design can be defined as the manipulation of the content, functions and relationships of jobs in a
way that both accomplishes organisational goals and satisfies the personal needs of individual job
holders.

By now you should understand what job design is and what aspects of the job it affects. When you think
about the different relationships affected by job design, you will realise the importance of designing jobs
properly.

How a person's job tasks are organised can have a direct impact on his/her mental and physical health,
as well as on job performance. The tasks and how a job is organised can either complement good
physical workstation design or detract from it. Job design can

e help your organisation find the most efficient way to operate

e improve the quality of work life and satisfaction for your employees

¢ |ead to a smoother running, more profitable business

¢ enhance teamwork and interpersonal relationships

4.2 APPROACHES TO JOB DESIGN

In this section we look at different job design approaches and how organisations can ensure that they
design jobs in a way that will lead to satisfied and productive employees.
We distinguish between three job design approaches:

e specialisation-intensive jobs

e motivation-intensive jobs

e sociotechnical approach



Approach 1

Disadvantages of
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Job scope; and Job depth.
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Approach 3
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Figure 4.2: Approaches to job design
Source: Adapted from Warnich et al (2015)

The design of any job should reflect both technological and human considerations. This means that the
latest technological innovations should be utilised where possible. However, this should never be done
at the expense of employees. Employees' capabilities and needs should also be recognised and taken
into account. Remember that the job should always be designed in a way that will lead to achieving
organisational goals — this is, after all, the main objective of the human resource function. Job design is
therefore a very useful tool that the HR manager can use. These approaches should assist the HR
manager and his/her team to design jobs that will lead to a satisfied and productive workforce and also
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achieve organisational goals. The question that now comes to mind is: How is job design performed in
the working environment?

Activity 4.4 will help you answer this question.

v

ACTIVITY 4.4: Performing job design in an organisation

Read the case study at the end of chapter 5 in your prescribed book and then answer the following
guestions:

1. List Peter's main tasks.

2. Describe Peter's work environment.

3. Indicate whether you think job design could improve the job satisfaction and motivation of
Peter and his colleagues?

4. Explain the job design approach that you would have followed if you were the HR manager at
PGT Motor Company. Give reasons for your answer.

-
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Although Peter isn’t unhappy in his work, the work situation could be better. You should have noted the
following when answering the questions in activity 4.4:

1. Peter is an assembly line worker, who works three eight-hour shifts on week days. His work is
repetitive, as the same tasks are performed on a daily basis.

2. Assembly line workers working in a manufacturing environment are grouped together in an open
plan environment. Normally in this environment, there is no privacy; employees don’t have their
own telephones or desks to sit at. The work area is therefore not comfortable for all employees.

3. Peter's job could definitely be improved by redesigning it. Some of the major changes could
include
e a better work environment (e.g. having his own office)
e incentives for increased production
e job rotation and working in different teams
e more lenient rules about the calls themselves (telemarketers should be allowed to be more
innovative by, say, adapting to the situation and type of customer)
e dividing work among teams (to improve interaction and also to add a competitive element)

All these changes could improve the present situation and enhance job satisfaction and motivation. We
will focus on motivation in more detail when you work through Workbook 06 and chapter 7 of the
prescribed book. You should now begin to realise what an excellent tool job design is. By simply altering
a few elements of Peter's job and work environment, an enormous contribution can be made to improve
job satisfaction, motivation, productivity and (most importantly) organisational goal achievement.



5 OTHER ORGANISATIONAL APPROACHES TO JOB DESIGN

STUDY

Study the sections "The office environment”, "Robotics" and "Ergonomics" in chapter 5 of the prescribed
book.

When designing a job, it is important not only to focus on tasks, but also to consider several other issues.
In these section you read about the factors in the office environment that can influence job design and
the impact of robotics and ergonomics on job design. Now you should be able to understand the
following aspects (Warnich et al 2015):

The office environment refers to work
aspects such as

*space

sworkstations

elights

«furnishings

Robotics refers to the use of robots to
perform routine tasks in organisations.

Ergonomics considers an employee's
relationship with his/her workstation. This
includes machines used, lighting, noise,
chairs, etc. in relation to his/her posture,
back, hand movements and the
environment.

STUDY

Study the section "Productivity measures" in chapter 5 of the prescribed book.

S
aa¥

ACTIVITY 4.5: Reflecting on productivity at work

Reflect on the productivity levels in your organisation (or a friend or family member's) and answer the
following questions. If you aren’t employed, ask a friend or family member about their organisation.

1. Do you think you (or they) are productive every day? Give reasons and examples for your
answer.

10
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2. Do you think your (or their) colleagues are always productive? Give reasons and examples for
your answer.
3. Explain the impact of unproductivity in your (or their) organisation.

FEEDBACK

To answer these questions you need to understand what is meant by the concept of productivity.
Productivity is a measure of output of goods and services relative to the input of labour, material and
equipment. HR professionals often apply strategies for improving productivity and quality in their
organisations. Most of these strategies depend on the employees seeing a link between what they
produce and what the company is attempting to achieve. Without this relationship, work may seem less
meaningful and ultimately employees will be less motivated to perform.

7 OTHER JOB DESIGN ARRANGEMENTS: SCHEDULES AND LOCATIONS

e
" STUDY

Study the section "Other job design issues: work schedules and locations" in chapter 5 of the prescribed
book.

An alternative job design arrangement that is gaining popularity is workplace flexibility. Organisations
are moving away from the traditional working hours (i.e. from 08:00-16:00) and are becoming more
aware of employees' special needs. Flexible working hours enable organisations to increase their
attractiveness to a more diverse pool of applicants.

An interesting innovation in the work design area is telecommuting. Here employees who normally do
most of their work by computer are permitted to perform their duties at home. However, as indicated in
the prescribed book, careful screening of these employees is essential to avoid problems. An issue that
is closely related to telecommuting is the use of non-standard employment.

Other alternative work arrangements include various scheduling techniques — these can be built into
jobs to give employees increased freedom to plan their own work. Alternative options in this regard
include compressed work weeks, flexitime and telecommuting.

As workplace flexibility is a new trend, it is important to also note some of its disadvantages.

8 JOB ANALYSIS

When a new job needs to be filled, the HR manager cannot simply place a person in the job without
knowing what the new employee will be responsible for, i.e. what tasks, duties and responsibilities the
new employee will have. It should also be clear what qualifications and abilities the person should
possess to function successfully on the job.

In this section we will explore the purpose and process of a job analysis.

11
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Study the sections "The nature of job analysis", "The importance of job analysis" and "Components of a
job" in chapter 5 of the prescribed book.

STUDY

8.1 THE CONCEPT AND IMPORTANCE OF JOB DESIGN

New jobs are created and old ones are redesigned almost daily. This can create major challenges for the
HR manager when attracting employees to the organisation. It is vital to have a sound job analysis
process in place to overcome these challenges. A job analysis is a systematic process for gathering,

documenting and analysing data about the work required for a job.

After working through this and the previous sections, we can conclude that job design and job analysis

are closely integrated and make a vital contribution to the success of the organisation. To emphasise the

importance of job analysis, we invite you to watch the following YouTube video:

Figure 4.3: Importance of job analysis
Important of job analysis (https://www.youtube.com/watch?v=XTELckexrdU)

Source: Adapted from Warnich et al (2015)

8.2 THE COMPONENTS OF JOB ANALYSIS

As part of studying the section "Components of a job”, make sure you study table 5.1 to understand the
components of a job analysis.

A job analysis helps the organisation and the employees to understand the qualities needed by
employees, defined by means of behavioural descriptors, to provide optimum work performance. These
qualities range from personality characteristics and abilities to specific skills and knowledge.
In conducting a job analysis, you need to answer the following questions:

¢ What are the tasks, duties and responsibilities that should be performed on the job?

¢ What qualifications and abilities does the incumbent need to be successful in this job?

12


https://www.youtube.com/watch?v=XTELckexrdU

HRM2601/Workbook 04

8.3 THE JOB ANALYSIS PROCESS
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g STUDY

Study the section "Programme implementation” in chapter 5 of the prescribed book. In this section a
typical job analysis process is described. The process is illustrated in figure 4.4 below.

WA

Commitee
review

 Establishment of
a committee

]
A] Job analysis

A 7 product
Information completion
| review - Different uses for
Information - Categories of job analysis data
collection mformatlon about
«Six data the job
collection
methods

Figure 4.4: Job analysis process
Source: Adapted from Warnich et al (2015)

What does this all mean?

Step

Step 1:
Establishment of a
review committee

Step 2:
Information
collection

Description

A review committee comprising a representative from the labour unions,
representatives from all major departments and members from professional
bodies (of which employees are members) can be developed to start a
successful programme. With the establishment of workplace forums, greater
involvement of employees will also have to be considered. The committee is
responsible for making critical decisions in choosing the appropriate job analysis
technique and the important job elements to be evaluated.

The HR manager and his/her team should be able to collect relevant information
about the job and analyse and interpret the information. Several data gathering
methods are available to the HR manager. It is his/her task to determine the
most suitable method for the organisation. The type of data-gathering method
to use will depend on the organisation's unique needs and circumstances. The
various data-gathering methods can be divided into two groups: general and
specific methods.

General methods (Warnich et al, 2015)

One or more sources are used to gather job-related information, e.g. technical
manuals, training manuals and previous job evaluation information.

e Site observations

Observing people at work allows the analysts to identify precise details about
the timing, frequency and complexity of various tasks and duties, gather
information about workflow, production efficiencies, work conditions, materials
and equipment used on the job and assess the actual physical tasks that make

13
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Job analysis
product
completion
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up the job.
A job analyst randomly samples the content of the job instead of observing all of
an employee's behaviour. This is useful for highly repetitive, mostly mental jobs
which are found in clerical and service concerns.

e Interviews
The analyst will conduct an interview with the job incumbent or job supervisors
and will ask similar questions about a particular job, thus giving the interview
some structure. This method is particularly valuable when the primary purpose
of the job analysis is for designing performance appraisal standards, identifying
training needs and determining job worth.

e Diaries
Job holders are asked to keep a diary of their work activities during an entire
work cycle. Diaries are normally filled in at specific times of the work shift and
maintained for two to four weeks.

e Questionnaires
This is possibly the most effective method of gathering job information. Use of a
guestionnaire is faster than an interview and almost always results in
standardised, specific information about the jobs in an organisation. A computer
can add up the scores on a questionnaire and create a printout summarising the
job’s characteristics. Follow-up interviews can be scheduled with certain
employees in cases where the information gathered is insufficient.

Specific methods (Wéarnich et al, 2015)

Besides the above methods of data collection, a number of specific techniques
that provide structured and quantitative procedures for determining job duties
have been developed. These methods include

e position analysis questionnaire

e functional job analysis

e common metric questionnaire

e work profiling system

All information should be assembled and reviewed with the employees and the
job analysis committee. A first draft of the information should be drafted and
provided to the analyst to make sure that the data is factually correct and
complete and that a clear picture of the job is presented. The analyst should
check with the employees and supervisors involved in gathering the information
before submitting the draft to the job analysis committee. The committee will
then review each analysis to make sure that it is both objective and easily
comparable with analyses of other jobs.

Job analysis forms the cornerstone of all other HR functions and the information
obtained is the basis for several interrelated HR management activities. The job
analysis data may also be used to write job descriptions or job specifications, to
conduct a job evaluation for wage and salary purposes, to determine training
and development needs and to create tests for employee selection.

Job analysis is therefore a very useful tool for the HR manager. By doing a job
analysis, he/she can determine what should be done in each position in the
organisation and by whom.

The data collected in a job analysis and reflected in a job description includes a
description of the context and principal duties of the job. It also contains
information about the skills, responsibilities, mental models and techniques for
job analysis. Job analysis is thus an essential first step for many HRM functions.
We can think of a well-written job description as a photo of a job. It therefore
needs to communicate as specifically but concisely as possible what
responsibilities and tasks the job entails and what the key qualifications of the
job are — the basic requirements (specific credentials or skills) — and, if
possible, the attributes that underlie superior performance.

Job analysis produces information for writing job descriptions and job
specifications.
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8.4 JOB DESCRIPTIONS AND JOB SPECIFICATIONS

Job analysis

Job specification
Job description

A statement that spells out the human
capacities neccessary for the task and
includes

training
experience
judgement
initiative
A statement containing items such as physical input

job title : : -
place physical skills

job summary responsibilities

machinery, tools and equipment cor_nmunlcatlon Sk_'”S_
— emotional characteristics

material and forms used ) ; 0
supervision provided or received EETITEN CIEENES Ol S E0ls

: » perception
working .condltlons (Tells us more about the person in the
risk job)

(Tells us more about the job)

Figure 4.5: Job analysis — job descriptions and job specifications

In summary:
e A job description is a detailed summary of the tasks, duties and responsibilities of the job
concerned.

e A job specification indicates the type of person to be appointed (qualifications and experience).
Information on both the job description and the job specification is generally used in the recruitment
advertisement. There are, however, a few do's and don'ts that need to be considered in compiling a job
description. These guidelines can be found in the section "Programme Implementation” in chapter 5 of
the textbook.

ey

ACTIVITY 4.6: Uses of the job analysis

1. Job analysis information serves as the foundation for basically all other HR activities. Identify the
different HR activities by completing figure 4.6.

15
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Figure 4.6: Uses of the job analysis
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2. For this activity you will need to find two advertisements for new jobs:
e Find an advertisement in any newspaper containing advertisements for new positions.
¢ Find an advertisement on any online recruitment site.

Now answer the following questions:

a. List three aspects that describe the tasks, duties and responsibilities of the jobs in the two
advertisements.

b. Identify and describe the qualifications and abilities employees require for these two positions.

c. Compare the information in the two advertisements with the information in figure 4.6 and evaluate
both advertisements according to the following criteria:

There is a clear distinction between the job description and specifications.

There is comprehensive information on both the job description and specifications.

The advert is written about the job, not the person.

Each sentence begins with a verb in the present tense.

It presents the tasks in a logical, numbered sequence.

VVVYYV
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FEEDBACK

1. You will note that the job analysis process provides a rich source of valuable information.
This information serves as the foundation of many other HR activities. Remember that the
main activities of the HR manager (as discussed in Workbook 01) range from job analysis to
research and problem-solving. Once the analysis has been completed, providing the HR
manager with information on what jobs are done and the types of employees needed to do
these jobs, all the other HR activities (e.g. recruitment, selection, orientation, internal staffing,
performance appraisal, training and development) can be done!

2. While doing this activity, you probably noticed that all the recruitment advertisements explain
what type of person will be suitable (referring to the qualifications and abilities needed, which
is the job specification) and what this person will actually be doing (referring to tasks, duties
and responsibilities, which is the job description). The tool which provides all these details is
the job analysis.
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The critical role of modern job analysis is in guiding, learning about and developing the activities
of employees. Modern job analysis deals with development by using tools that will help
employees to address issues such as (1) what it takes to do a job, (2) what an individual brings to
the job and (3) what the gaps (learning and development needs) are.

9 JOB ANALYSIS PROBLEMS

Although job analysis is generally seen as one of the best tools at the HR manager's disposal, it does
have certain drawbacks. Some of the most common ones are the employees' perceptions of the process
and how often to undertake the process. While doing a job analysis, the continuous changes in the
organisation and its environment may lead to changes in jobs, thus making the collected information
obsolete (outdated).

=
.\\“ \
. STUDY
Study the section "Job analysis problems" in chapter 5 of the prescribed book. In this section you will
read about the problems that can occur when doing a job analysis.

10 SUMMARY

You should now realise to what extent job design can contribute to improving the employees' work and
productivity. You should also realise how important job analysis is. It should become clear that by simply
conducting a proper job analysis, many of the organisation's main HR problems can be solved. Job
analysis is considered one of the most important tools of HR professionals. The data collected is used as
a starting point in the design of most HR systems, including restructuring, HR planning, recruitment
strategies, selection processes, training and career development programmes, performance appraisal
systems, job design/restructuring efforts, compensation plans and health and safety requirements. A job
analysis helps to ensure that HR systems will be professionally sound and will meet legal requirements.

In this last section, make sure you can recognise, relate and apply your new knowledge and skills in and
at your workplace. The final activity will help you in this.

S
a
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ACTIVITY 4.7: Application of knowledge gained in Workbook 04

Read this case study and answer the questions that follow.

GOOD INTENTIONS AREN'T ENOUGH

Doreen's organisation downsized four times in three years, and each time management made an effort
to find an alternative job for her. She was a dependable and productive employee, and her supervisors
didn’t want to lose her. In their efforts to keep Doreen she was assigned three different jobs in two
different workgroups over the three-year span. Sam, Doreen's current boss, thought Doreen was
particularly resourceful and clever. She was the kind of employee the organisation had to retain once the
difficult times were over.

Sam and the other managers also thought Doreen knew how lucky she was that she still had her job.
Sam and his colleagues were wrong. As far as Doreen was concerned, the last three years had been a
nightmare.

17




Every time she began to catch on to a new job, the organisation announced more restructuring, and she
ended up with another assignment. She desperately wanted to do a good job, but she didn’'t completely
understand what she was supposed to do until weeks into each new assignment. There were occasional
pats on the back encouraging her to hang in there, but there was also increasing pressure to do more.

Each day, Doreen reported to a workspace designed for fifteen people and now home to just three.
Abandoned files and photos of bygone office parties haunted her. Making matters worse, her own
workload increased rapidly, partly as a result of the workgroup's shrinking from fifteen to three.

Doreen couldn’t help but feel at least a pang of "survivor's guilt" whenever she moved into a new job
once held by a dismissed co-worker. Despite her success in still holding on to a job, she felt distrustful
towards management, overworked and more insecure than ever. In addition, she sensed resentment
from other survivors and co-workers who wanted to know what skills and knowledge she was expected
to bring to the job. A question kept popping up in her mind: "Why was | any better than the person |
replaced?”

Doreen was afraid to tell Sam how she felt. She could not handle the stress of constantly figuring out
what was expected of her. Admitting her faults to Sam could only put her already precarious future at
risk. Talking to Sam about the confusing nature of her work, she reasoned, would be the straw that
would break the camel's back and result in her own organisational demise. It would be better to hide
these frustrations until things improved. So she plodded to work each day, did what she could and asked
no questions.

Doreen attempted to vent her frustration by combing through the help-wanted ads in the local paper. And
while the number of possibilities was smaller than in years past, eventually Doreen's search paid off. She
interviewed for another job and was made an offer at less pay, which she quickly accepted.

Doreen's boss was flabbergasted. Sam had no idea she was any more unhappy about her job than any
of the other survivors. And for her to leave abruptly after he had bent over backwards to make sure she
wasn't laid off was simply ingratitude. Sam thought that what he and the other managers had done to
protect Doreen from lay-off was a marvellous act of allegiance to employees.

Questions:

1. Identify what major factors affected the organisation. Discuss the mistakes that were made by the
HR management of the organisation.

Explain how these mistakes affected Doreen.

Explain what Doreen decided to do.

Explain what Sam should have done to solve the problem.

Conduct a job analysis of any job category identified at the organisation Doreen worked for by
using the questionnaire we have provided here.

Use the information gathered in the questionnaire to draw up a job description and job
specification for this job.

arWON

o
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EMPLOYEE'S NAME

Date completed

Position Department

Title of immediate supervisor

1. List the names and job titles of people you supervise, and the amount of time
spent on supervision.

Name Title Hours of supervision per
day/week supervising

2. What is the minimum school or university qualification that a person needs to
start in your position?

3. What special type of training, skill or experience should a person possess before
starting in your position?

4. What training and experience have you received in your position, and how long
would it take the average person to perform this work satisfactorily without close
supervision?

5. What machines or equipment do you operate in your work, and for what
percentage of your time per day, week or month?

Machine % Period
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6. What do you consider to be the most important decisions that you alone make in
the course of your work, and what percentage of time is devoted to making these
decisions?

7. What responsibility do you have for handling money, inventory or other valuables,
and what is your estimate of their worth?

Responsibility R worth per week

8. What responsibility do you have in dealing with customers or other people
outside the organisation?

Person contacted Position Nature of contact Frequency of

contact

9. What unusual aspects about your work and your work surroundings (working
conditions, hours, out-of-town travel, physical requirements, etc.) should be
included in a description of your job?

10. What activities do you perform only at stated periods (weekly or monthly) or at
regular intervals?

Activity Purpose Interval

11. List the specific duties you perform in the usual course of your daily work, and
indicate approximately what percentage of your work day you spend on each
activity. (Try to use active verbs such as type, file, interview, etc.)
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FEEDBACK

Serious problems were experienced by the organisation. This shows that in practice the HR manager's
task may become very complicated. You should have noticed the following when answering the
questions in this activity:

1.

4.

5.

6.

Doreen was assigned to three different jobs in two different workgroups in the three-year period.
Although Sam thought that it was a good idea to protect Doreen from a possible lay-off, this was
not the correct strategy to use. She was assigned to different jobs without anybody telling her
exactly what to do and what was expected. Whenever moves took place, nobody considered the
results in terms of office space and no attention was given to reorganising the workspace. When
Doreen moved from one job to the other, nobody told her why she was selected and she felt
guilty about the people who lost their jobs. The HR management should have explained all these
aspects to her.

Doreen felt that she wanted to do a good job, but this was impossible because she moved from
job to job even before she could catch on to the new job. This made her feel as if she couldn’t do
a proper job. Every time she moved to another job she didn’t understand what she was supposed
to do and she felt pressure to do more. Doreen felt guilty and unsure about why she "survived"
and the others lost their jobs. Furthermore, she no longer trusted management and she didn’t feel
comfortable telling Sam how she felt.

Doreen decided not to discuss her problems with Sam and this resulted in her feeling stressed;
she worried that if she decided to speak to Sam, she might lose her job too. Doreen decided that
she couldn’t carry on working like this anymore. She decided to look for another job in the
newspapers. She went for a job interview and was offered a job at a lower salary, which she
immediately accepted.

Sam should actually have done a thorough job analysis and written a detailed job description and
job specification. This would have helped Doreen to understand what they expected from her.
The skills needed to perform the job should also have been defined. Sam should have clarified
the mission of the department and indicated why it was important for the organisation. Another
aspect which is important is that existing members of the department need to know that there is a
valid business reason for retaining specific employees, even though others in the organisation
are being laid off. They also need to understand what the role of the new employee is in the
department to eliminate any perceptions that the employee is not actually needed. Most of these
problems can be solved by simply doing a proper job analysis!

You should have completed the questionnaire.
Make sure your job description includes details such as the job title, tasks and responsibilities of

the job. The job specification should include the requirements of the specific person needed to do
the job, for instance the qualification, skills required etc.
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11  SELF-ASSESSMENT

Now that you have completed this workbook, you need to determine whether you have
K achieved the relevant learning outcomes stated at the beginning of the workbook.
» Therefore, read through the outcomes again before attempting to answer the self-

. ? assessment questions.

To ensure that you have achieved the learning outcomes, answer the questions that follow and then
study the feedback on the questions. Remember, the feedback is provided only to ensure that you are
on the right track — it doesn’t provide model answers. You are still required to consult sources of your
choice to answer the questions and achieve the learning outcomes.

The self-assessment questions consist of multiple-choice questions and written questions. To access the
multiple-choice questions, visit the self-assessment tab on myUnisa and begin your assessment.

Question 1
Explain how a well-designed job contributes to the incumbent's job satisfaction by doing the following:

1.1 Describe the concept "job design".
1.2 Differentiate between the content, functions and relationships of a job.

Question 2

Tshepo works part time in a fast-food outlet. His job is to
¢ take orders from the customers

communicate the orders to the kitchen staff

pack the orders

record the transaction on the cash register

accept payment and return any change

The kitchen staff members have very specific jobs — they either cook the food, prepare the side dishes
such as salads, or do the cleaning.

2.1 Indicate whether these jobs are motivation-intensive or specialisation-intensive. Substantiate
your answer by describing the job scope and job depth of each job using specific examples
from the scenario described here.

2.2 Make three recommendations on how these jobs can be redesigned.

Question 3

"Before recruitment and selection can start, a job analysis must be done for a job."
Critically discuss this statement.

You need to
e explain the term “job analysis”
e describe the end results of a job analysis process
e explain how these results can be used in recruitment and selection

Question 4

If Tshepo's manager wants to do a job analysis in his fast-food outlet, identify which steps should be
taken. Discuss which general methods of data-gathering can be used. Substantiate your answer.
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Question 5
5.1 Discuss some of the problems that Tshepo's manager may encounter during the job
analysis.
5.2 Make recommendations on how these problems can be managed proactively.

Question 6

In table format indicate the advantages and disadvantages of using interviews, observation and
guestionnaires for collecting job analysis data.

FEEDBACK

Question 1

The answer to this question can be found in "Designing jobs" and figure 5.1 in the prescribed book.

Explain that a job design determines how a task is performed, and that it describes the tasks, authority
and decision-making responsibilities of the job incumbent. It also identifies working relationships with
managers and colleagues and social relationships between the employee and work. Discuss these
concepts.

Question 2

Consult the sections "Specialisation-intensive jobs" and "Motivation-intensive jobs" in the prescribed
book to answer this question.

Define the concepts "motivation-intensive jobs" and "specialisation-intensive jobs", and describe the
terms "job scope" and "job depth". Use this information to determine if the jobs in the fast-food outlet are
motivation-intensive or specialisation-intensive. lllustrate your discussion with examples from the
scenario.

When discussing how the jobs can be redesigned, explain job rotation, enlargement and enrichment,
and work teams. Decide which, if any, of these methods can be used in the fast-food outlet.

Question 3

This question can be answered by using the information in "The nature of job analysis" and "Product
completion” in the prescribed book.

Describe the term "job analysis" and describe the documents that are the end result of a job analysis —
job description and job specification.

Question 4
See "Programme implementation” in the prescribed book to answer this question.

Identify and briefly describe the steps involved in the job analysis process. Remember that the general
and specific methods discussed in the book are data-gathering methods, which represent one of the
steps in the job analysis process. Decide which general methods of data-gathering can be used in the
fast-food outlet and substantiate your answer by describing the method and discussing its advantages
and disadvantages.
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Question 5

The answer to this question can be found in "Job analysis problems" in the prescribed book.

Four difficulties are discussed in the book that the job analyst and/or manager may encounter in the job
analysis process. Identify and discuss these difficulties and also explain how these problems can be
prevented.

Question 6

The answer to this question can be found in "Information collection" in the prescribed book.

Various ways are discussed in the book to collect information for collecting data. Discuss the different
methods and indicate their advantages and disadvantages.

RRRKK

CARRY ON

Now that you have successfully completed Workbook 04 and all the activities, you can go on to
Workbook 05.
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