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	JOB  DESIGN/JOB  EVALUATION


	INTRODUCTION


Job descriptions have a key role to play in a number of activities, significantly in:

·
undertaking all aspects of the recruitment process

·    establishing a suitable grade (job evaluation)

·    providing a basis for determining an induction programme

·    helping to identify training and development needs

·
reviewing performance within a job.

Factors to consider in the overall job design are listed below. Guidelines and a standardised format for establishing clear and concise job descriptions are provided on page A-3, with a similar process for candidate specifications set out on page A-7. Information on job evaluation is given on page A-11.  The recruitment process is covered in detail in Section B, whilst a diagram of the recruitment cycle is included overleaf.

	JOB DESIGN


Some factors which should be considered when designing a job are:

· Hours of Work
      Is flexitime applicable?

      Can the work be done part time?

      Are overtime or unsocial hours necessary?

NB. All jobs, unless excluded from the Council’s Job Share Policy, must be offered as suitable for job share. See Volume V, Section T.

· Physical requirements
     Are these so exacting that few people can perform then adequately?

     What mechanical assistance is available?

     Can adaptations be made for disabled people? (see page B-38).

·
Genuine Occupational Qualification
 Are there specific circumstances (e.g. provision of personal services) which allow the post to be advertised as open only to members of a particular sex or racial group? (See pages B-41 and B-45).

· Location

Is there  access for people with mobility disabilities?  Are there      adequate facilities for men and women and disabled people?

· Recruitment and retention difficulties
      Is there a difficulty in attracting applicants for this kind of post?

      What measures can be taken to improve response?
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THE RECRUITMENT CYCLE

	INDUCTION
	
	REVIEW PROCESS



	
CONTRACT


	
OFFER OF APPOINTMENT
	
	EXIT INTERVIEW



	
CHECK REFERENCES
	
	PERMISSION TO FILL


	
RECRUITMENT

DIVISION
	
	CANDIDATE

SPECIFICATION
	
	COMPOSITION OF PANEL – CHAIR



	
INTERVIEWS
	
	DRAW UP TIMETABLE


	SHORTLIST
	
	DRAW UP/REVIEW

JOB DESCRIPTION



	
QUESTION DEVELOPMENT
	
	PANEL AGREES

CANDIDATE

SPECIFICATION – WEIGHT CRITERIA


	INFORMATION TO APPLICANTS



	ADVERTISE


Vol I




A-2



        04/99
	JOB DESCRIPTIONS  -  GUIDELINES


Job descriptions record the important facts about a job. They are important documents, both to the employer as well as to the individual jobholder because they provide the means of stating simply and clearly what the job entails.

It is therefore crucial that before a vacant post is advertised managers spend some time either reviewing existing job descriptions to ensure that the job has not changed significantly since it was last advertised, or in drawing up new job descriptions. A good job description which has been drawn up systematically and thoroughly will help the selection panel to :

· write the advertisement

· produce a clear and meaningful candidate specification

· shortlist

· prepare questions

· check candidates’ abilities against the job requirements

· identify immediate training needs. 

A job description should give the reader an understanding of the job and should observe the following framework :

· job title

· location
· grade 
· reporting lines
· overall purpose of the job
· main duties/responsibilities (key tasks)
· indication if ‘exempt’ under Rehabilitation of Offenders Act.
Job title - State the name of the job. Try to ensure that the title gives a realistic description of the job and is not simply a means of giving someone a grand title. Think about whether the title will make sense to potential applicants who may not be familiar with local authority language.

Location - State the division/department/service/Directorate in which the post is located together with the site, and make it clear whether 

jobholders will be required to travel between different sites.

Reporting lines - Make a simple statement about who the jobholder reports to and which and/or how many staff report to them. This places the job within the organisation and gives readers a clear view of both the level of responsibility and seniority. As far as possible, keep reporting lines simple. If the jobholder is likely to be working to a number of people it may be helpful to identify one individual who will take day to day responsibility. This will help to avoid confusion at a later date.

Vol I




A-3


                     04/99
Overall purpose of the job - This paragraph should be above the list of main duties/responsibilities (key tasks). However, for many people this can be the most difficult aspect of the job description, so for this reason, it often helps to leave this to the end. All that is required is a short statement that describes what is expected of the jobholder. Ask yourself the questions : ‘What is the reason for the existence of this job?’ and ‘What end results are expected from the job?’  Ideally, this should be no more than two to three sentences.

Main duties/responsibilities (key tasks) - Try to list ten or less key areas of responsibilities. Some senior jobs may have more areas of responsibility, but remember that the size and responsibility of a job is not related to the length or complexity of a job description. Too many job descriptions suffer from repetition, over complicated words and concepts and unnecessary padding. Ideally, the job description should not be more than two sides of A4.

When writing up the main duties/responsibilities (key tasks), it is helpful to use a verb to describe the nature of what the jobholder is expected to do or achieve. Verbs will vary depending on the level of the job. Examples of typical verbs at different levels are given below :

	Management
	Specialist/Technical
	Administrative

	Plan
	Analyse
	Administer

	Direct
	Advise
	Maintain

	Establish
	Recommend
	Distribute

	Implement
	Provide
	Check

	Achieve
	Develop
	Operate

	Evaluate
	Interpret
	Present

	Review
	Propose
	Process


In considering the main duties/responsibilities (key tasks), think about how much formal authority the job carries. For instance, does the jobholder have authority to commit financial resources, recruit and train staff, order equipment? Another area to consider is what resources is the jobholder responsible for in terms of budgets, numbers of staff, equipment/buildings.

‘Exempt’ Posts - Certain posts or professions are classed as ‘exempt’ from the Rehabilitation of Offenders Act.  Where a post is ‘exempt’, this information must be included at the end of the Job Description. For more information about exempt posts or professions and the Rehabilitation of Offenders Act, please see Section B, page B-25.

Details of other specific requirements (e.g. requirement to attend  evening meetings with an indication of frequency) should be included in the Job Description rather than in the Candidate Specification. 
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The best job descriptions are those which are easy to read and understand. Use clear and concise sentences and it is worth remembering that some of the language, jargon and acronyms used in local government may be unfamiliar to those outside. 

The  form on the next page has been drawn up to try and ensure that the Council takes a standardised approach to the production of job descriptions. For further information about all aspects of the Council’s recruitment and selection processes, see Section B.
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HARINGEY  COUNCIL
 Job Description

 Department:




Division:

Section:





Post No:

Job Title:                                                          Grade:                         
Person Reports To:

Supervises:

Overall Purpose of the Job:

Main Duties/Responsibilities:

[This post is ‘exempt’ under the Rehabilitation of Offenders Act]
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	CANDIDATE SPECIFICATIONS - GUIDELINES


The candidate specification is the central document in the recruitment process. The purpose of the candidate specification is to identify and summarise the skills, abilities, knowledge, experience and qualifications required by the successful candidate in order to be able to carry out the duties of the job to an acceptable standard of performance. It enables the panel to assess candidates at shortlisting and interview stage in a focused, unbiased and accountable way.

The criteria outlined in the candidate specification must be drawn from the main duties and responsibilities of the job. The job description needs to be analysed thoroughly to identify the criteria that are essential to the performance of the job. This will include not only reviewing the tasks that are to be performed, but also the relationships that the jobholder may have with other people such as colleagues, clients, other departments, Councillors. It may be helpful to discuss the job with the previous jobholder, if possible, or with other individuals carrying out the same  or similar job.

It is crucial that all the necessary criteria are identified and clearly defined at this stage, because criteria cannot be changed or amended later on during the course of the selection process. 

The following methodology is recommended when drawing up a candidate specification : 

·
Think about the job and the environment in which it is to be carried out.

·
Using the job description, look at the tasks and functions of the job and list every skill, ability, area of knowledge and level of qualification (if appropriate) you think is necessary for each. Keep in mind the level at or circumstances in which the tasks are performed. Consider whether any specific experience is required.

·
Where the same or similar skills, abilities etc. have been listed, group them into relevant categories.

·
Turn them into valid and testable criteria using clear, concise phrases in plain English. Ask yourself how this criteria will be tested. If you cannot think of an appropriate question or valid selection test think about omitting the criteria. (For more information about selection tests see page B-18.)

·
Check that all the tasks within the job description have been covered.

Candidate specification criteria should : 

· relate to the needs of the job

· be objective

· specify each requirement in precise job related terms

· integrate equal opportunities

· be customer focused.

Vol I
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The candidate specification must distinguish between essential and desirable criteria. If the job requires specific knowledge or skills at a particular level to ensure that new recruits will be able to fulfil their duties acceptably, then these levels must be stated as essential. Care must be taken when defining desirable criteria, because they may exclude perfectly capable applicants and may result in unfair decisions being made based on unjustified criteria.

Skills/Abilities and Knowledge: A skill is defined as the ability to do something. It is important to remember that an ability need not be proven experience. For example, someone may have the ability to manage staff but may not have had any experience and therefore will not have the proven skill. 

Skills and abilities should be carefully defined and phrased in a concise and unambiguous way so that they are not open to misinterpretation. Common examples of ambiguous requirements are literacy, numeracy or organisational skills. The literacy level required by a senior manager who is responsible for formulating policies will be very different from those required by an administrative assistant. Asking the following questions helps to clarify what is required :

Literacy



In order to communicate with whom?

In what format? How often? Is accuracy important? Will anyone check the work?

Numeracy



To what level? For what purpose? Can a calculator be used? 

Some jobs may be highly repetitive and need patience and persistence, while others may require individuals to cope with high levels of stress. It is important that all these aspects are covered.

Equal opportunities should be an integral part of the candidate specification criteria and should be based on the particular requirements of the job. Equal opportunities implications can, for example, be integrated into communication skills, policy development or supervisory responsibilities e.g. Able to provide  a friendly and responsive reception service which meets the needs of the local, multi-racial community. 

Skills may be transferable in many situations. For example, the skills used in organising a school or church fete are similar to those used in managing a busy office.

Knowledge may be acquired in a number of ways. It may be awareness, or it may be derived from training or education. 
Vol I
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Experience: When considering experience do not fall into the trap of measuring it simply by time spent in a job or in an activity. It is the quality not quantity of experience that is important. For example, in a management post you might want a breadth of experience across a range of activities as well as length. Think about the range of developed skills that are required. For example, instead of ‘office experience’, define the experience in the following way, ‘experience of using a photocopier, answering the telephone, dealing with members of the public, maintaining a manual and computerised filing system.’

Experience may be gained from a variety of sources, including previous paid employment, voluntary work, outside interests or work carried out in the home.

Qualifications: Qualifications should only be used when essential, for example where there is a statutory requirement. There may be certain sections of the community who may not have had the opportunity to acquire academic or professional qualifications. Equal weight should be given to comparable qualifications obtained from abroad. Qualifications may only be one route to meeting the requirements of the candidate specification. Skills acquired through a range of experiences may be an appropriate substitute.

Genuine Occupational Qualification: Race or gender considerations may be an essential requirement in certain special cases prescribed by the Race Relations Act 1976 and the Sex Discrimination Act 1975. Advice should be sought from Departmental Personnel Sections when managers consider that this may be the case.

The less ambiguous a candidate specification, the easier it is:

· for applicants to address themselves to the requirements of the job

· for the panel to draw up relevant questions and assess the answers

· to collect and evaluate evidence about the candidate’s ability to do the job.

The attached form has been produced to assist managers draw up candidate specifications in a  standardised format.
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HARINGEY  COUNCIL
CANDIDATE SPECIFICATION

Job Title :

Grade:





Department/Section:

	Skills/ 


Abilities and 

Knowledge


	
Essential
	
Desirable

	Experience


	
	

	Qualifications
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	JOB EVALUATION


Job evaluation is a management tool which allows the employer, in a formal, structured way, to measure the relative ‘worth’ of jobs.  This should then ensure that jobs are graded on a common basis in accordance with equal pay legislation.

The Council has been using two separate schemes for evaluating former officer and former manual posts. As part of Single Status, however, it is proposed to adopt the Greater London Provincial Job Evaluation Scheme. This will enable all former officer and former manual posts to be evaluated under the one scheme.

The Council is aiming to adopt this new scheme after it is formally agreed at a provincial level and the mechanisms for adopting it at a local level have been agreed with the local Trade Union officials. More detailed information on job evaluation will then be issued.    
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