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I. EVALUATION CONSIDERATIONS

This guide has been prepared to assist you in understanding and applying the Willis
position evaluation system.

Position measurement is the determination of the relative content of jobs, one to another,
within an organization. Often referred to as job evaluation, position measurement is one
critical step in the development of the organization's pay plan. Other uses can be made of
a sound position measurement system, e.g., incentive pay plans, personnel selection and
development programs, and organization design, but the principal role is in the
establishment and maintenance of the basic pay or compensation plan.

Pay plan development has two basic goals:
»  Pay opportunity for the jobs in the plan should be internally equitable, and,

¢« The plan should be sufficiently competitive in the marketplace tc enable the
organization to attract and retain the quantity and quality of employees needed to get
the work done.

Position measurement provides for the determination of the internal relationships required
under the first of these goals and provides the basis, when combined with external pay
data, for achieving the second.

Job evaluation, or position measurement, began approximately 60 vears ago as companies
tried to make judgments regarding differences between and among jobs in a rational
manner which would also be understandable to other people within the pay plan.

Numerous systems - point plans, factor-comparison plans, and factor-point plans - have
been developed, refined, and implemented in a variety of environments over the years.

The Willis factor-point job evaluation system is a sound, valid method that has been
employed in a large number of applications throughout North America since 1971. It
combines all the strengths of previous plans into a single system. It can be (and has been)
used to measure all kinds of jobs in 2 wide range of organizations, both private and public
sector. Wide experience in job evaluation assignments has enabled continual review and
refinement of the evaluation system to assist evaluators in understanding and applying the
method equitably and consistently.

Before presenting a detailed explanation of the evaluation components and factors in the
next section, it will be helpful to discuss some of the considerations and approaches to be
used by evaluators in measuring each job.
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Evaluate Job Content - The facts regarding the job's actual job requirementis form the
only legitimate basis for evaluation. Present salary, market supply, historical relationships,
etc., have ro bearing on job measurement. The facts should be documented in
questionnaires completed by employees, supplemented by job descriptions and, in many
cases, information obtained in personal interviews.

Evaluate the Job, Not the Person or Job Title - Variations in performance of the
individual occupying a job should not influence the evaluation. The job should be
evaluated on the basis of its requirements, assuming a filly satisfactory level of
performance (not necessarily above or below expectations, but meeting expectations).
This, however, should not obscure the fact that the individual incumbent may influence the
requirements of the job. This is especially true at higher levels in the organization where
the particular strengths or qualifications of an incumbent may cause the addition or
modification of responsibilities. But, bear in mind that the level of responsibilities are to
be evaluated, not how well they are accomplished.

Evaluate st Stretch Points - Every incumbent performs a mix of duties, some of which -
require greater skills and responsibilities. For example, & job may have & variety of
problems to solve, some requiring substantial analysis and creativity, while others are more
routine. The job, however, should be evaluated on the basis of the highest skill or most

challenging level required as a normal part of the job.
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II. EVALUATION COMPONENTS AND
- DIMENSIONS

To a great extent, job evaluation is an exercise in advanced semantics in that the words
used to describe the job are compared to the words in the evaluation dimensions defining
varying levels required for fully satisfactory job performance. It is important, therefore,
that those undertaking the evaluation process arrive at 2 consistent and mutually agreed-
upon understanding of the words on the charts. For that reason, atiention is directed in
this section toward a detailed description of the evaluation factors and of key terms used.

The measurement system is designed to provide the organization with the tools necessary
to assure consistent and accurate appraisal of job content. The system can be viewed as a
common yardstick used to examine the content and measure the value of all jobs. Jobs are
evaluated according to four components which are characteristic of afl jobs. Each
component contains two or three dimensions:

Knowledge and Skills
Job Knowledge
Managerial Skill
Interpersonal Skilis

Mental Demands
Independent Judgment
Problem Solving

Accountability
Freedom to Take Action
Size of Impact
Nature of Impact

The fourth component is employed where appropriate due to the existence
of adverse conditions normal to the job. This component is divided as

follows:

Working Conditions
Physical Effort
Hazards
Discomfort

Examination of the charts shows that each of these dimensions contains a series of jevels,
providing a scale of increasingly higher degrees of job conmtent. Each level has an
appropriate definition.
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All jobs, regardless of function or level in the organization, have requirements that reiaté
to the component dimensions, and the refative size and complexity of each job can be
measured according to the appropriate dimension levels.

1. KNOWLEDGE AND SKILLS

Every job requires a given amount of Knowledge and Skills for fully satisfactory job
performance. There are certain things that an incumbent must know and abilities an
.incumbent must possess to be able to meet the job's requirements and responsibilities. It
does not matter how these skills and knowledge are obtained - they could be by formal
education, specialized training or job-related experiences. The Knowledge and Skilis
component evaluates the job in relation to three dimensions: Job Knowledge, Managerial
Skills, and Interpersonal Skills.

A. Job Knowledge - This dimension measures the amount of specialized or technical
knowledge required by the job. Job Knowledge required could range from
familiarity with facts and procedures, manual skills, capability to operate
equipment, and ability to organize and supervise work, to knowledge of one or
more professional or scientific disciplines.

Job Knowledge is measured in breadth (comprehensiveness) and depth
{thoroughness). A job, for example, may be limited in breadth in that it specializes
in one area, but may be extensive in depth in that it is reguired to be deeply
knowledgeable in that field, such as research specialist. Another job may not be
required to have especially deep knowledge in any one field, but may have to have
a familiarity with many areas. Many managerial jobs fall into this category. The
process involved in evaluating this dimension, therefore, requires two major
judgments:

e  How complex is the subject matter(s) with which the job must be familiar or
the level of skill which is required?

e  How knowledgeable must the incumbent be in that field (or fields)? This
judgment should incorporate an assessment cf the importance of the end
results expected of the employee including the tolerance that may be permitted
for error. In weighing the importance of results, consideration should be
given to responsibility for the safety and weli-being of people, protection of
confidential information and protection of resources.

Level A - This level is appropriate for those jobs requiring virtually no specialized
skills, A fairly brief period of instruction is sufficient to bring the incumbent up to
proficiency.
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Level B - Three types of knowledge or skill begin to be assessed at this level:
« knowledge of simpie procedures,
« ability to operate basic machinery, and/or

o physical ability such as fine motor skills. Use of basic arithmetic, simple
typing, or the requirement to make quick hand movements on an assembly line
operation are typical examples.

Level C - Some jobs require vocational competence, that is, the incumbent must
be fully versed in a field normally requiring specialized training and containing a
variety of formal procedures and practices. Examples include secretarial and
bookkeeping positions. Other jobs at this level include those requiring adepmess
in the operation of complex machinery, such as a computer or lathe. Many trade
jobs are at this level.

Level D - Basically, three types of jobs fall into this level:

o Those requiring an advanced level of understanding in a vocational field,
such as a senior bookkeeper, or competence in a specialized skill, such as a
licensed electrician, finish carpenter or cabinetmaker.

o Those requiring a beginning measure of knowledge in a specialized or
technological field. A specialized or technological field is defined as one
requiring a substantial amount of post-secondary training and containing
complex principles and practices. This includes professional or learned
disciplines. Thus, a position appropriate to Level D might be a junior
accountant.

«  Para-professional or training level jobs in a specialized or technological field
where experience is gained prior to moving to a job requiring full competence
in a professional discipline.

Level E - This level is appropriate for jobs requiring full competence in a
specialized or technological fleld This is equivalent to a post-secondary degree
or advanced degree plus sufficient experience in applying the principles and
practices to a range of situations. Examples include general accountants, project
engineers, technical sales or marketing representatives, attomeys, and many
manager jobs.

Level F - This level is for jobs in a professionally based field requiring an
advanced degree of understanding beyond sufficiency, or full competence in two
or more different specialized or technological areas. Knowledge about
management processes and systems, as opposed to skills required in the exercise of
management activities, are considered at the specialized or technological level
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Senior positions in patticular specialized or technological fields are found at Level
F,

Level G - Two types of jobs are appropriate to this level:

o Those requiting a command of a specialized or technological field
*Command" implies exper? status.

e Those requiring advanced levels of understanding in several different
specialized or technological fieids.

The continuum of the requirement for functional knowledge ranges from the
completely unskilled to the "expert" in a specialized or technological field (or
several fiefds). The emphasis shifts over this continuum from knowledge of what
is to be done and how to do it in Levels A through D to the additional requirement
for knowledge of why it should be done (Levels D through G). A bookkeeper
{Level C}) must know what has to be posted, where, and by when. The accountant
(Level E) must have the theoretical knowledge of the discipline to determine why
the accounting system must be established to record and report transactions in this
particular manner.

Note the overlap at Level D. This is intentional to provide for the combinations
where advanced vocational jobs often require some knowledge of the why, yet -
beginning level specialized and technological jobs require knowledge of the whar.

B. Managerial Skills - This dimension deals with the nature and complexity of the
management process required of the job. Management, in these terms, is defined
strictly as the exercise of all elements of management - planning, organizing,
executing, controlling and evaluating activities, functions and subfunctions. The
subordinate areas managed couid be line, supportive, or administrative. Remember
the requirement to exercise managerial skills will be measured. This is distinct
from specialized job knowledge measured in the preceding dimension, but which
may include kmowledge about management systems and techniques.

In viewing jobs according to this dimension, three considerations are applied:
o  The complexity of the management function.

o The extent of harmonizing or blending different, diverse, or even competing
functions or subfunctions to achieve desired results.

« The amount of impact of the managerial function to the organization.
There is a definite tendency to overslot here, particularly with respect to the use of

Levels 2 and 3. A clear distinction must be made between management and
supervision. Most supervisors fall intoc Level 1.
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C.

Level 1 - This level is appropriate for jobs executing specific tasks with no
identifiable managerial requirements and for those performing supervision or one
or more activities or subfunctions. Clearly, most jobs in an organization fall into
this level.

Level 2 - Jobs that meet the tests of managerial complexity, harmenizing and
organizational impact belong here. The emphasis at this level is upon management
of subfunctions of a generally similar nature or with parallel end results.

Level 3 - At this level, the job is managing subfunctions having significantly
different natures, or where the end resulis of the subordinate subfunctions tend to
be conflicting or competitive with each other and require special harmonizing.
Additionally, jobs managing an important function with separate identifiable
subfunctions are appropriate to Level 3.

Interpersonal Skills - This dimension measures the direct people comiact or
human relations skills required of a job. It deals with the extent to which the job
must be able to establish rappert with, empathize with, and influence the actions of
others. It does not matter whether the others are within or outside of the
organization, or whether they are peers, subordinates or superiors. The nature of
the skills necessary to influence them is to be measured.

Level K - This first level applies to those jobs that have no requirement for
personal contacts with others beyond immediate supervisors and perhaps other
members of work teams. Normal courtesy is required.

Level X - Jobs at this level are expecied to interact with others beyond the
immediate work team. No special requirements exist, however, to influence or
motivate the activities of others. Contacts tend to be limited tc the exchange of
information, such as accounting results, or material, such as supplies.

Level N - This level fits jobs in which influencing others is & major responsibility.
It could be thought of as nudging others along & path which they may be inclined
to follow. Alternatively, the level is sppropriate for jobs in which personal serving
others is a major responsibility. An example might be a job having regular and
frequent personal contact with customers or members of the public to respond to
questions or provide assistance.

Level ¥ - This is the “giving religion” level. Motivating others {subordinates,
other employees, members of the public) or getting them to do something that they
might not do otherwise is the key 1o the success of the job. Many sales, executive,
and supervisory jobs fall at this level. When evaluating supervisory jobs, it is
important to consider the relative significance of Interpersonal Skill required rather
than a mechanical counting of subordinates. That is, how important is
interpersonal skill to the successful performance of the job?
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2. MENTAL DEMANDS

This component measures the requirements to analyze alternatives and to soive problems.
All incumbents do some thinking as part of their jobs, but the level of thinking required
varies widely between jobs.

A job incumbent is required to think and solve problems with what he or she is required to
know. Therefore, Mental Demands is treated as & percentage utilization of Knowledge
and Skills. You will notice that there are letters rather than numbers on this chart. These
letters represent percentages (e.g., i = 33 percent) which are, in each case, applied to the
Knowledge and Skills evaluation points for a given job to amrive at appropriate Mental
Demands evaluation points.

This component has two dimensions: Independent Judgment and Problem Solving.

A, Independent Judgment - This dimension can be thought of as setting the stage
for problem solving. What is measured here is the opportunity for thinking
permitted by the job's characteristics and role in the organization. Conversely, this
factor can be viewed as the amount of structure and guides available - or lack
thereof - in dealing with problems. Some jobs have precise guides, such as
detailed rules or procedures, to assist the incumbent when a problem arises. On
the other hand, other jobs can turn only to less specific policies or general
objectives in the problem solving. The latter job, obviously, has to exercise a
greater degree of Independent Judgment than the first.

In locating the appropriate Independent Judgment [evel for & given job, the
following definitions will be helpful: _

Procedure - 8 manner or way of proceeding; a step-by-step course of action.

Policy - a settled course adopted by management to be followed throughout the
organization.

Goal - an expected end result, generally of long-range duration. For our purposes,
however, it may be a specific short-range objective, identifying both time and
target.

Level A - Jobs that are told precisely how to deal with problems and exercise
virtually no Independent Judgment belong at this level. The job does not select
between altemnatives.

Level B - This level is appropriate for jobs that have a highly structured work
routine or a set of work routines with some, but Jimited alternatives available.
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Level C - Jobs at this level perform their work and solve problems under ser
procedures and methods. Normally, the job incumbent will have to select between
alternatives at key stages in the individual work procedure.

Level D - Jobs at this particular level have a variety of varied and/or complex
procedures. Additionally, there is a wide range of alternatives to be selected from
in accomplishing the work. Jobs at this level can be thought of being given the
what to do, but the job has some discretion in regard to sow to do it.

Level E - At this level, the job is doing its thinking within the policies and goals
for a specific department or operating entity. This is the level at which s job wilt
devise and set procedures for others.

Level F - Jobs that solve problems and exercise independent judgment within a
broad framework of policies and strategies that apply to a major portion of the
organization belong here. This level is distinguished from the previcus one in:

« The greater variety of policies;
«  That policies are more generalized; and,
o They tend to cover a larger sphere.

B. Problem Solving - This dimension measures the nature and complexity of the
problems the job encounters and mwust solve. Three elements should be

considered:

e  The amount and depth of analysis the job is required to perform.
«  The nature of the problems to be solved and the complexity of the data.
e The extent of evaluative, innovative, or creative thinking required.

The higher Problem Solving levels are not reserved for top management. There
are many jobs at different organizationa! levels that call for the same degree of
utilization of Knowledge and Skills in solving problems. As with Independent
Judgment, it is helpful to define the key terms used in the Problem Solving slots:

Analysis - The separation of a problem or situation into its component parts.

Evaluation - To assign values, such as weighing the relative advantages of
different and/or competing alternatives.

Creative - The establishment of new, rather than imitative, concepts or
approaches.

Level 1 - Jobs at this level are not required to analyze a problem or evaluate its
component parts. Response to a situation is based virtually upon recall.
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Level 2 - This level is appropriate for the first range of jobs that analyze the parts
of a problem. Here, however, the problems are relatively simple and there is a set
procedure for dealing with the problem. This could be as simple as a custodian
determining why a furnace does not work and seeking immediate solutions, such as
a clogged filter or severed power cord,

Level 3 - Jobs required to analyze problems containing a substantial degree and
diversity of data belong at this level. The probiems, however, tend to be generally
recurring and of a similar type. Many higher level clerical jobs as well as
supervisory jobs are evaluated at Level 3.

Level 4 - This level defines jobs which not only analyze non-routine problems
containing a wide variety of data, but must also engage in evaluadive thinking.
This level is characterized by jobs that deal with complex problems and must weigh
the desirability and/or probability of possible outcomes in relation to each other.
The incumbent must think a problem out several steps into the future.

Level 5 - Those few jobs that are expected to exercise truly creative thinking fit
this level. Creativity in the sense of devising something essentially new is unique
to this level,
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3. ACCOUNTABILITY

The first two components measure a job's complexity; the third, Accountability, evaluates
the expected results. All jobs exist in the organization to accomplish some end result; if
they did not, they would not exist. Accountability can be thought of as the measure of a
job's reason for existence in the organization. It is measured by three dimensions:
Freedom to Take Action, Size of Impact and Nature of Impact.

A. Freedom to Take Action - This dimension is quantitatively the most important
aspect of Accountability. It measures the existence or absence of personal or
procedural restraints; i.e., how much iatitude does the incumbent have to do the
job. Conceptually, this factor is similar to Independent Judgment in that it deals
with the amount of latitude permitted a job, and the definitions of the levels have
much in common.

The important difference is here we are considering freedom to get things
accomplished as opposed to the pure thinking environment. As a general
guideline, it is unlikely to find a job with more Freedom to Take Action than
Independent Judgment.

Several things are to be observed:

« Normally, there are fewer levels within this dimension than there are -
organization echelons. Therefore, it is not uncommon for two organizational
levels {superior and subordinate) to have the same Freedom to Take Action
designation.

«  Controls over actions may be supervisory or procedural or both. The amount
of direct supervision over a job fimits Freedom to Take Action. More
commonly, controls are built into the work process itself in the form of rules
and procedures. Therefore, in each level both types of controls must be
considered. These criteria are not always present in combination - one or the
other may be present.

ELevel A - Jobs at this level are required to exercise virtually no discretion. They
are told exactly how to accomplish an expected end result.

Level B - Here, a job may have some very limited choices open, but tends to work
within a set routine or under close supervision. For example, the incumbent may
decide which format to use for a letter.

Level C - The C level defines jobs that are controlled by work procedures and
methods with a number of alternative courses of action available at stages in the
work process. Emphasis is on Aow the work is to be accomplished.
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Level D - This level is appropriate for incumbents working under a \}ariety of
procadures or routines with a substantial degree of selection between alternatives
available.

Level E - Here, jobs tend to be limited only by policies governing a specific
department or similar organizational unit. Direction tends to be administrative in
that emphasis is placed on the specific end results expected with the means of
accomplishment left up to the incumbent. Jobs at this level tend to be setting the
how for the subordinate jobs. The job's emphasis is on wha! needs to be
accomplished rather than how it is to be done.

Level F - The primary distinction between Level F and Level E is that here jobs
tend to be operating under a wider framework of policies and goals, normalfly
those applicable to a larger organizational or operating unit. The employment of &
broad range of policies to achieve specific organizational goals and strategies is
involved.

Size of Impact and Nature of Impact

These two dimensions are interrelated and must therefore be considered together
in order to determine what makes the most sense. They measure:

o The size of the end results the job most clearly is designed to have an impact .
on, and,

» The extent of accountability for those end results,

The measurement of Size and Nature of Impact must be taken at the point
representing the job's most significant influence upon the organization. It relates to
the basic reason the job exists. For example, depending upon the type of end
resuits expected, an accounting department manager could be viewed alternately as
impacting the accounting department or the entire organization (i.e., providing
organization-wide information).

In choosing the combination of Size and Nature of Impact in a given case, it
should be remembered that the larger the Size selected, the lesser will be the
Nature of Impact.

B. Size of Impact - The simplest way to lock at Size of Impact is to say the job most
clearly impacts something big, or something little, or something /n-between. But it
is difficult to use these concepts without putting some kind of boundaries on them.
For example, an organization can be labeled as very large, and a department as
large. But obviously, one department may be much larger, and carry & heavier
accountability than another department. When divisions of a department are
considered, the distinctions are even more subtle.
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To give uniform definition to this dimension, the degtees of size may be generally
related to annualized dollars entrusted to or affected by the job under examination.
They may reflect objectives (service quotas, for example); or stewardship
{operating budgets, for example); or spheres of influence (total operating revenues,
for example).

Nature of Impact - The three degrees of Impact express the main kinds of
Accountability & job can have on a chosen end resuit. For an end result of any
consequence, a number of jobs are involved, all making some kind of contribution.
Many people can properly claim Accountability for an end result provided the
Impact of each job's Accountability is known.

Level N - In relation to the specific Size of Impact selected, the job has & serving
role, but is not designed to appreciably control or alter the end result; the end
result tends tc be specified.

Level § - Jobs at this level tend to parficipate, influence, and share in
Accountability for the end result for the Size of Impact selected, but do not fully

control those end results.

Leve! D - This level is appropriate for jébs that fully control and have the principal
Accountability for the end results selected for the Size of Impact.
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4. WORKING CONDITIONS

Some, but not all, jobs require that the employees be exposed to adverse conditions within
their normal working situations. The intention is nof to evaluate temporary situations such
as overcrowded conditions or understaffing; rather, those conditions to be considered are
those that are reasonably expected in performing the activities for which the job was
designed. Three dimensions should be independently considered in determining if, and to
what degree, Working Conditions should be afforded: Physical Effort, Hazards, and
Discomfort.

A.  Physical Effort - Measured here is the amount of intellectual and/or physical
energy expended on the job, without regard for the size, strength, stamina or
gender of the individual employee.

None of the definitions of the four levels (L, S, M, H) may fit precisely. For
example, a considerable amount of lifting of heavy weights doesn't fit M
{considerable lifting of medium weights) or H (continual and intensive lifting of
heavy weights), The evaluator must make a value judgment as to which definition
best fits the actual situation.

Normal fatigue that accompanies a full day of productive effort on any job is not to
be included. On the other hand, the evaluation of effort should give consideration
to any significant expenditure of energy that is a function of the nature of the work -
itself. In addition to physically tiring work, the intent is to include extensive and
intense concentration such as, for example, extended periods of sensory sttention
with accountability for speed, precision and/or accuracy.

In assessing the amount of effort the job requires, consideration should be given to
the extent to which it is prolonged as well as its intensity.

B. Hazards - The relative exposure to potential physical or mental bodily injury is
evaluated by this dimension, whether caused by accident, illness, other physical
harm, or developed as a chronic condition directly related to the job's physical or
stressful environment. This assumes normal use of protective clothing and
cbservance of safety precautions.

C. Discomfort - This dimension measures job conditicns that would normally be
perceived as disagreeable by employees.  The degree and extent of
disagreeableness are assessed. The Discomfort dimension considers mental, as
well as physical, disagreeableness.

Note: A highly intelligent individual may feel mental stress associated with a
simple repetitive job; by the same token, an individual without a strong sense of
dedication may feel stress in connection with a job having even a moderate level of
responsibility. These examples are nor intended to be included within the
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interpretation of significant mental stress. This is reserved for those jobs that stand
out as having a marked degree of mental or einotional pressure or tension
associated with them under normal working conditions and with individuals who,
by aptitude and attributes, are well suited to their jobs. Examples might include
frequent personal contacts with irate members of the public, extended time away
from home, exposure to inmates in a maximum security correctional institution, or
normal and frequent interruptions in performing work activities.
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fii. THE EVALUATION PROCESS

Along with an understanding of the concepts and factors involved in the job measurement
system, it is important for the evaluation commitiee to follow an orderly and logical
process 1o arrive at consistent and fair evaluations. Therefore, the following steps are
essential:

1. Review Documentation - The written material - which should be an incumbent-
completed questionnaire plus, in some cases, a formal job description and/or
interview notes - should be read by each evaluator. The resuiting evaluation
should be based upon the facts of the job as contained in the documentation,
Incomplete or inaccurate documentation should be revised before evaluation.
Opinions, preconceptions, conclusions or assumptions must be discarded as
irrelevant to the process.

2, Group Discussion - Subsequent to individual reading of the job documentation
and a group discussion of the facts surrounding the job, the evaluation committee
member should have a thorough grasp of the job's requirements. At times it may
be appropriate to gather additional information. A job should not be evaluated
until each committee member understands the nature and scope of job
responsibilities.

3. Individual Evaluation - Each committee member should individually evaluate the
job by comparing the facts about the job to the definitions on the charts. There are
two key points involved here:

a) Get the job in the right level - This requires, with respect to each job,
three Knowledge and Skill judgments, two Mental Demands judgments,
three Accountability judgments and, where applicable, three Working
Conditions judgments. These judgments can be made very firmly if the job
is well understood in its essential aspects. Difficulty in making these
determinations indicates that the job is either imperfectly understood or
poorly designed.

b) Give the job the correct point designation (low, middle, or high)
within the level - This requires making a keen, perceptive judgment, either
by comparison with other jobs aiready firmly placed, or with referencs to
the level definitions. The overall aspect of the job must be considered in
making this internal level judgment; for example, in Knowledge and Skills
the overall aspects of Job Knowledge, Interpersonal Communication Skills,
and Managerial Skiils are combined. On the basis of this combined aspect,
the job is placed either squarely in the middle of the level, or towards the
bottom or top of the level. As judgments accumulate within a level, the
level takes on a pattern into which each new job can be reliably positioned.
This process will give the evaluation and point score for each component,
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¢} Assure a logical relationship between the different jobs - The
numbering pattern within each evaluation chart is based upon a 15 percent
difference between the point values. For example, 140 points is 15 percent
above 122 points. This 15 percent difference is referred to as one “Step."
The points are displayed in step increments on the conversion charts.

These steps should be used as a2 check to assure logical evaluation rela-
tionships between jobs. For example, the following Knowledge and Skills
differences could indicate:

One Step - A slightly noticeable difference; the jobs must be examined
closely to discern a difference.

Two Steps - A clear difference; upon inspection a difference can be seen.
Three or more Steps - The difference between the jobs is quite obvious.

This check is most useful for comparing evaluations of jobs within the same
function or organization.

d} Use the "Jab Shape" to assure the logic of the individual evaluation -
The term "Job Shape" refers to the Step relationship between the Mental
Demands points and the Accountsbility evaluation points for a job. If
Accountability is three steps higher than Mental Demands, the job is
referred to as a plus 3 job. If the two are equal, it is an equal job. If
Mental Demands points are one step higher than Accountability, the job is
a minus one.

The significance of Job Shape is that it can be used to check the logic of
the individual evaluation. A job which is viewed by the evaluator as having
a high degree of Accountability relative to Mental Demands requirements,
is expected to be more of a plus job shape (say, plus three or plus four).
Conversely, a job with a relatively higher Mental Demands component is
expected to be an equal or minus shaped job.

Taking .some examples, a production manager job is expected to have a
high degree of Accountability relative to Mental Demands and the
evaluation should be in the range of plus three or four. On the other hand,
8 research scientist would probably be thought of as having more Mental
Demands requirements than Accountability, and the resulting evaluation is
expected to be an equal or minus shape.

Note that the range of probable job shapes extends from a minus two to a
plus four. Most jobs fall into the plus one to three area.
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The concept of Job Shape is used to assure that the evaluation for a job is
consistent with the evaluator's understanding of the job. The evafuator first
estimates the shape of the job prior to actual evaluation and, afterwards,
compares the actual shape resulting from the evaluation. If the two are
significantly different, the evaluation for all the components can be
reviewed.

Consensus - Perhaps the most critical element in the process, consensus involves
arriving at an evaluation that represents the committee's considered judgment of
the complexity and accountability of the job. Generally, the group's consensus
evaluation will be more accurate than any evaluator's over & given number of
evaluations.

Consensus is achieved through a discussion of the differences in the evaluations of
individual members, identification and discussion of the job facts supporting
individual evaluations, and the determination of an evaluation representing the
majority perspective. It is important that committee members be willing to make
adjustments in their evaluation as new light is shown on the job through consensus
discussion. Consensus, however, does not necessarily require total unanimity,
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ing, familiarity with facts or information, or dexterity necessary to
perform the job in a satisfactory manner. Knowledge & Skillmay be
gained through experience, assaciation, aptitude, training and/or
education, There are three parts to this component:

JOB KNOWLEDGE - What the position incumbent must know or
Kknow how to do to perform satisfactorily with reasonable expecta-
tion of reliabiiity in the avoidance of errors and the consequence of
errors.

© 1994 Noman D. Willis & Associates, Inc.

management must be practiced in coordinating activities, functions
or subfunctions.

INTERPERSONAL COMMUNICATIONS SKILLS - Direct contact

skills in refationships with people within and outside the organization.

The levels are:

K. Sufficient personal aptitude is needed to get along with fellow
empiloyees. Contacts with others are incidental or required as
a member of a work team.

KNOWLEDGE MANAGERIAL SKILLS
& SKILLS . 2 N i —
Activities are carried out within a subfunc-| The elements of management are practiced in | Management of complex operating entities or
EVALUATION CHART tion, or subfunctions, or subordinates are qoordinatmg_or blending activities, subfunc- | functions; management at a broad executive
supervised in performing one or more spe- tions or functions. Management complexity and | level strategicalty affecting overall results.
STATE OF VERMONT e functional activilies. impact on the total organization are substantial.
INTERPERSONAL COMMUNICATIONS SKILLS > K X N Y K X N Y K X N Y
e | so b le2} 108 | 122
| 2.~ 108 |- 92| 108 | 122 .| 140
B 53 81 70 70 | 80 92 108 92 108 | 122 | 140
Uncomplicated procedures may be followed. The operation of machines
or equi © andlor appikcation of a degres of rapeliive quic o 61 70 80 92 80 92 108 122 108 122 140 160
manual dexterity may be required. 70 80 92 108 92 108 122 140 122 140 1680 184
J | s e 7 : 0 0. Y ( : 140 7| 122} 140 | 180 ] 184
O | Activities or procoedures require vodational competence andior adeptness a0 | 1e0 | a0 | veo | ma | 22 -
B | in the operation of complickted machanical equipment or equipment e o e ,
which may necesaitate a high level of speed or manual dexterky. - : 460 3 U184 160 | 184 212 244
: D. 180 184 160 184 212 244
A measure of knowledge is requirad in a specialized or technological
0 area, enhancing vocational competence. Alternatively, competence ina 108 184 212 184 22 244 280
W | manual or mechanical skill is required. 122 140 160 184 160 184 212 244 212 244 280 320
E s ' 4 ' 20 | 220
£ . -'320 .| 368
G| ’ T aes | 424
E T .
E. 212 368 424
An advancad level of understanding is required in a specialized or
toehnologioal fiekd, o competence in multiple specialized fields, which 184 212 244 280 244 280 320 368 320 ass ! 424 488
may include management systems and lachniques. 212 244 280 320 280 320 368 424 ass 424 488 560
G . T R TR E I, - _:2280, -320 280 320 368 |- 424 368 424 488 1860
The position inctimbent is required to be highly knowledgeabie, e havinga |- SIEE T RIS aon Y T . o b g can .
commanid of the sublect matter pertaining fo a speciatized or technologi~ | =721 T 12 3201 88 320 .| (308 | 4240} 488 424 | 488 | 560 | 6840
calfisld, or an advanced understanding in multiple specializad fieldé and/ |- 280" 1. 368 | 424" 368- 424 ¢ 1 .488 ° 560 488 | - 5680 640 736 -
or extensive knowladge of managerment systems and lechniques. - 3 S R ' N - C ’ - :
Knowledge & Skills encompasses the totai amourt of understand- MANAGERIAL SKILLS - The degree to which the elements of X. Personal interaction outside of the immediate work team is

required. Contacts normally Involve giving or receiving informa-
tion or materiais.

Influencing and/or personalty servicing others is a material part
of the job; tact and diplomacy required in dealing with others.
Personal contacts with others require the capablifty lo per-
suade and/or motivate people to take action.
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ACCOUNTABILITY SIZE OF IMPACT
EVALUATION CHART 1. 2. 3. 4.
STATE OF VERMONT SMALL IMPACT MODERATE IMPACT MAJOR IMPACT ORGANIZATION-WIDE
IMPACT
NATURE OF IMPACT | N 3 N N D

B.
Duties are somewhat routine in nature and clearty delineated; work
is closely controlled.

Characteristics of the position are siich that aclivities
-are clearty defined, and/or work is frequently

D.
Characteristics of the position are such that activities and methods
are generally defined, and/or efforts are reviewed after the fact.

Characteristics of the position are such that activities and met
administrative direction Is afforded
F.

The position operates within organization-wide policies and goals;
executive guidance is afforded.

guidance is afforded,

The posttion operates. within  state-wide sphere. Top.axacutive

25888880

70

80

92 140 212 122 184 280 160 244 368 212 320 488
105 w22 500
1607244 ioiees i | omE %0 -0 ags: |28 s

Each position is designed to make some contribution
toward desired overall results. The amount of contribu-
tion required is represented by the job's accountability.
It has three parts:

FREEDOM TO TAKE ACTION:

The extent of restraint under which the job must oper-
ate.

© 1994 Norman D. Willis & Associates, Inc,

Limitation can be in the form of necessary supervisionor NONDIRECT - Services afforded are facilitative, collat-

direction, or can be inherent in the nature of the position. eral or incidental in nature.

SIZE OF THE JOB'S IMPACT ON END RESULTS: SUPPORTIVE - Services afforded are participative in
nature. Actions taken influence, rather than control,

The general size most representative of the job's scope; results.

that which most relates to its reason for existence. (It may
be expressed as an annualized dollar figure.) DIREGT - Principal actions - at the position’s organiza-

tional level - taken in achievi .
NATURE OF THE JOB'S IMPACT: io el - are taken in achieving results




WORKING HAZARDS
1. 2. 3. 4.
CONDIT|ONS Danger of injury or proba- | Some danger of injury or | Asignificantdegreeofdan- | A severe exposure to po-
EVALUATION CHART bility of iliness or physical | probabiiity of illness or physi- | ger of injury or probability | tential loss of lifeor perma-
harm associated with the |cal harm is inherent in the | of ilness or physical harm | nently debilitating injury or
STATE OF VERMONT job is minimal. job. is inherent in the job, iliness is inherent in the
job.
DISCOMFORT »| Al Bl c]| D] Al Bl C|D|AIT B|C|D|A]|B|]CID
L. T e P N B w e | sn | aa .
Actlwtles requn‘e Iuttleworkmg mhnng orrestramed o B 15 20 13 . 17123 130
positions, lifting, - chmbmg, or other situations that,. o, YR I IR PR
by their nature cause a marked degree of fatigue: 17 B 23 15 | 20 : 26 35
S S 20°°26°| 17 | 23 |'30 |40
S.
Work is characterized to a considerable degree by 5 13 1714115120 | 26 [ 17 23 | 30 40
tiring or restrained positions, lifting or climbing,
£ |extended concentration, or other situations causing 6 15 20 | 13| 171 23 ) 30| 20| 26 | 35|46
F {mental or physical fatigue. 7 17 |23 | 15| 20 | 26 | 35 | 23 | 30 | 40 |53
O|M. R L a1, ST S I
’;. A substantlal expendlture of mentai : 7 35 23 30 40 53
energy ns lhe nature of,.and normal to, the work ) v e 4 amid g
6.1 .851-46.161
H.
Work situations normally involve continual and 9 ! 11 .15 20 | 13 17 ! 23 30 | 20 } 26 | 35 ) 46 | 30 : 40 | 53 |70
zfémrlgymtenswe expenditure of mental or physical 10;! 13 117 |23 | 18 i 20 | 26 | 35 | 23 | 3p | 40 | 53 | 35 46 | 81 |80
' | | ! a J :
11115 (20 ;26 | 17 | 23 | 30 ’ 40 | 26 | 35 | 46 J 61| 40| 53 | 70 [92

This factor includes undesirable conditions the work
requirements impose on the employee. The dimensions
are:

EFFORT - The amount of intense mental concentration or
physical energy required to be expended.

HAZARDS - The degree of risk of injury or harm.
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DISCOMFORT - The environmental or stressful condi-
tions associated with the work. These include such things
as noise, temperature, isolation, exposure to emotionally
draining situations, and other similar or related unfavor-
able conditions. There are four levels:

A. Nature of the work is such that there is a minimum
of undesirable conditions.

B. Normal work conditions tend to be moderately
disagreeable on occasion.

C. Normalwork conditions are moderately disagreeable
much of the time, or strongly disagreeable on occa-
sion.

D. Strongly disagreeable conditions exist continuously
or much of the time.




Grade

5

W o o~ ®

10
11
12
13
14
15
18
17
18

STATE OF VERMONT

RECOMMENDED PAY GRADE STRUCTURE

Computation Computation
Pgint Point Range Grade Point
75 72— 79 19 287
83 80 - 87 20 316
91 88 - 95 21 348
100 26 - 105 22 383
110 106 - 115 23 421
121 116—--12? 24 483
133 128 - 139 25 509
146 140 - 153 26 560
161 154 - 169 27 616
177 170 - 186 28 878
195 187 - 205 29 746
215 206 - 226 30 821
237 227 - 249 31 903
261 250 - 274 32 903

Point Range

275 — 301
302 - 332
333 - 365
366 — 402
403 — 442
443 - 486
487 - 534
535 - 588
589 — 647
648 - 712
713-783
784 - 862
863 - 948
949 — 1042



