
Tutorial 3 – Workbook 3  

Internal Alignment 

What is meant by internal consistency?  

- Internal consistency implies that jobs should be paid what they are worth. This 

implies that a process of job analysis and job evaluation should take place to 

understand what are the expectations of the role and what are the qualifications 

required and then evaluate the job, to see where in the organisation it sits 

- Internal consistency suggest that we pay more for jobs with more complexity and 

more experience and knowledge than jobs with little complexity and no 

experience and knowledge required 

- Internal consistency also implies that we should comply with the “equal pay for 

work of equal value” legislation.  

- Internal consistency thus helps managers to set the accurate pay for the position  

- A process of job analysis and job evaluation should take place to determine the 

worth of a role and or the internal consistency.  

How do you determine internal alignment?  

- You should use defensible methods to determine internal alignment. This means 

that you need to use tools that will allow you to defend pay differentials.  

- It helps that your organisational structure is either job based or employee based.  

- If it is job based it will include job analysis, job evaluation and job hierarchy.  

- If it is employee based, it will include skill based and competency based.  

- Both job based and employee based structure will achieve remuneration 

objectives such as attracting employees, retain employees, motivate employees, 

compliance, efficiency and fairness.  

*Be sure to go to your prescribed textbook and ensure that you can table the 

differences between job based and employee based structures.  

What is job analysis?  

- Job analysis is a systematic approach to defining, for example, the job role, 

description, requirements, responsibilities, and evaluation.  

- It helps in finding out the required level of education, skills, knowledge, and 

training for the job position.  

- It also depicts the job's worth, i.e. the measurable effectiveness of the job and 

the contribution of the job to the organisation. 

- It effectively contributes to setting up the compensation package for the job 

position. 

Why is it important to do job analysis?  

- In order to establish internal consistency. To ensure that you are paying 

employees what they are worth.  

- It aims to justify why jobs are paid differently, and jobs with similar skill set but 

different experience are paid differently.  

- Job analysis is the first step that you need to do before you can do job evaluation 

which then leads to building job structures(the relationship amongst jobs inside 

an organisation based on work content) and pay structures(array of pay rates for 

different jobs within a single organisation). It is fundamental to all HR related 

activities 



- We have a legal requirement to do job analysis, as it helps increase employment 

decisions, helps companies to justify pay differences between women and men 

doing similar work  

- Different job titles do not suffice justification, you must analyse each job 

individually.  

What is meant by job evaluation?  

- We now know, that job evaluation is a process that follows once you have done a 

job analysis.  

- Job evaluation aims to do two things, the are:  

o Achieve internal equity – meaning evaluating the job to establish what to 

pay based on what the job entails.  

o External competitiveness – exploring what the market does, by firstly 

evaluating the job using a job evaluation system to “grade” the positon to 

compare the same graded job to the same job in the market 

- Job evaluation is the process of deciding the relative importance of the job in the 

organisation by applying evaluation principles to establish the importance about 

other jobs in the organisation  

Why is it important to do job evaluation? What is the purpose?  

The purpose of job evaluation is to achieve and maintain an equitable distribution of 

base pay according to level or position. The purpose of a job evaluation is as follows: 

- To gather data and information relating to the job description, job specification 

and employee specifications for various jobs in an organisation. 

- To compare the duties, responsibilities and demands of a job with those of other 

- jobs. 

- To determine the hierarchy and place of various jobs in an organisation. 

- To determine the ranks or grades of various jobs. 

- To ensure fair and equitable salaries by relative worth or value of jobs. In other 

words, equal salaries are fixed to the jobs of equal worth or value. 

- To minimise salary discrimination based on sex, age, region, religion, etc. 

What are the objectives of job evaluation?  

 

 



 

What is meant by “compensable factors”?  

- Indicates how work adds value to the organisation  

- Are those characteristics in the work that the organisation values that help it 

pursue its strategy and achieve its objectives  

- Therefore, compensable factors can refer to:  

o The strategy and the values of the organisation  

o Are based on the work performed in the organisation  

o Should be acceptable to the stakeholders affected by the resulting pay 

structure 

What are the different steps one should follow when you want to start doing 

job evaluation?  

1. Determine the job evaluation technique or method you want to use 

There are different methods, and each of them have their own advantages and 

disadvantages, make sure you know them. Go back to the study guide. 

2. Choose who will sit on your job evaluation committee  

3. Train the employees who will do the job evaluation for you 

4. Document the job evaluation plan  

5. Communicate to all employees 

6. Setting up an appeal process 

What are the main job evaluation systems commonly used in South Africa?  

- Paterson  

- Peromnes 

- HAY job evaluation system  

- Equate (mainly used by the South African government) 

*Go to your workbook, summarise each of them so that you can define them, and to 

demonstrate how they work  

Are there any alternatives to the current job evaluation systems in the market?  

Yes. Remuneration specialists can use other methods other than job evaluation systems 

to assign pay rates to jobs. The alternatives are market pay rates, pay incentives, 

individual rates and collective bargaining.  

What are the limitations on internally aligned systems?  

- Internally aligned systems reduce an organisation’s flexibility in responding to 

changes in competitors’ pay practices because job analysis leads to fixed job 

descriptions and job structures. 

- Job evaluation establishes a job’s relative worth in an organisation. However, 

responding to the competition may mean that employees have to take on duties 

that exceed what is stipulated in their job descriptions. 

- Such structures can lead to bureaucracy. The reason for this is that when 

hierarchies are established it results in narrowly defined jobs, which leads to 

great numbers of jobs and staffing (Martocchio 2011). 

*check out your workbook to make sure you have studied everything in the 

workbook. Make sure where your study guide referred you to the prescribed 

textbook, that you have gone back to do so.  



Remember you can post any questions you might have on this study unit on 

this forum.  

 


