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11 cherche la fameuse machine & peser
les balances.

Jacques Prévert.

Tell me, which is greater, the man
who sits at table, or the san whd
serves him?  Surely the men who sibs
at table; yet I am here among you as

a servant.
Luke 22, 27,
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SUMAARY

1. Wage differentials have been known to exist since the

beginnings of & momey economy. They are used, at
present, in all tae economies of the world

2. Economic wage theories endeavour to explain differentials
as conscquences of the principle of supply and demand.
The coplication of this principle to the labour market

is questioned.

I

3. Job evaluation is a technigue of occupational psychology
which c¢ndeavours to apply principles of judgmenit to the
determination of wege differentials. Job evaluation: -

follows job analysis.

4, The historical development and various technigues of
job evaluation are described. The.concept of the job

is discussed at length and found to lack precision.

Current rescarch in job evaluation is reviewed.

R

5. ‘This study comprises two experimen®s which were carria&

out in the context of a job evaluation assignment, _
£ dealing with African jobs. The position of the Afriecam

DY

in the South African economy, and the manner in which

B¢

his wages are determined, are briefly dascribed.

6., The conceptual nature of job analysis is established.

The first experiment is designed to test the hypothesis

£

that Furopean snalysts, evaluating Africun jobs, will be
influenced in their judgments by the particular group of

i jobs they happen to be studying. The hypothesis is found
[ to be partly correct. Analysts appear to start with a set
ihat African jobs are not important, and discard it only
after a prolonged and wnintexrupted exposure to Africens
doing skilled jobs. Analyste are guided by their
imwediate experience in the manner in which they collect
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and present material about jobs.
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8.

9.
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The nature of value and the value judvment is discussed,
Studies dealing with attitudes to work are reviewed.

The sccond experiment tests the hypothesis that the
concepts uged in the evaluation of jobs and the relotive
importance attached to them arce the same for a sample of
Buropean monagement officials as they would be for
Africans at various occupational levels. The hypothesais
is partly confirmed. Judges use the szme broad couceptis,
but attach different importance to them. This appears to~
be due to the fnct that they have different experiences of

work.,

The consegquence of our experiments are briefly discussed,
morc especially the releovance of knowledge to the process
of evaluation, the desiravility and consequence of
consulting Africans when their wagee are determined, and
the manner in which the principle of equity cen be
congidered within the pragmatic limifations of the

South Afriecon situation., The relation of wage practices
to the overall managerial poiicy of the orgenization is

congidered.
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CHAPTER I

INTRODUCTICN

1, Wage differentials.

This study deals with some aspects of the problem
of wage differentials, We mean by this the differences in
earnings of individuals for the work they do.

Wage differentials are significant in sn economy
which uses money and which has furthersed the specialigzation
of work to the level whare division of labour becomes
practical, Postan and Rich (143) disouss in their
economio history the particular relevance of money 1o the
existence of wage differentials. The development of money
ained primarily teo remove the difficulties of barter.
Money began with the adoption of a commodity - generally
acceptable - as a medium of exchange, e.g. Dprecious metals,
gems, Thig led in turn to ths development of ocoinagey
coins obviated many of the difficulties encountered in
transacting with the raw commodity, i.e. weighing and
apsaying it. The minting of coins however could only
result from the growth of a central institution which would
guarantee the value of the coina. Once this was achieved
there resulted & common denominator of exchange value. It
is at this juncture that wage differentials becams
meaningful, simply beoause money is available as a reliable
unit of comparison., Postan and Rich argue that the
elaborate division of labour, based upon exchangs, and
which characterize modern economic}systems would not be

possible without the services of money.

Differentials in wages paid can bs traced back to
the 4th century B.C., Michell (125) quotes records from
Fleusis, a town just outside Athens, They showed that the
daily wage of the free and unskilled laboursr was
1.5 drachma, that of the sawyer of weood 2 drachma =z2nd that
of artisane such as bricklayers, oarpenters and plastersrs
was 2.5 draohma. The records at Eleusis give perhaps the
earliest distinction made between unskilled, semi-skilled
and skilled workers. The ratio between these rates is
1 1.3 2 1.7,
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The relative value of work in Ansient Greses was
howgver more dramatiocally illustrated by the price of
8laves. An unskilled labourer fit only for the roughest
work, and mostly employed in the silver mines was worth
150 drachma, A cabinet worker was worth 400. An o
armourer or a skilled btuilder fotohed up to 1,200, A
slave exceptionally gualified to act as a foreman in ths 3
mings would fetch as much am 6,000 drachma, The ratis

betwesn thess prices is 1 ¢ 2,7 : 8 ¢ 40,

Diccletian in his edict of 301 A,D, (51) listed
the wages which should be paid to various ococupations, {
The manual labourer earned 1l denari, the bricklaysr 22,
the marble cutter 26, the painter 32, and the devcorative
painter 65, This established the following ratio beiwasen
unskilled and highly skilled occupation 1 : 2 : 2.4 ¢ 3 ¢ 6.
An interesting observation is the distinction which
Diccletian drew between teachers, An ordinary +tsacher

o i i Saii:

could charge 22 depari per pupil every month., A teacher
who taught arithmetic could charge 33 denari, wheress cnes 'f;j“”“
who taugat Greek or geometry could charge 87, esiablishing ‘

2 relationship of 4 ¢+ 1.5 ¢+ 1.

Differentials in wages paid wers operative
throughout the Middls Ages, Roger in his "Six Centuriee
of Work and Wages" (149) gives ample indication of the
nature and the extent of these differsntials in England,
In the 13th century, the unskilled hand would earn £2.10. -

a year, the artisan up to £5, denending on his reputation,
establishing therefore a ratio of 2 . 1. 1In the 15th

century distinctions are made betwesn two grades of artisans,

The free mason wag paid £8, 8. a year and a raw mason

£6. 3., establishing within this group of skilled workers

a ratio of 1.4 ¢ 1. The fres masons were 80 called because

they could carve free stone. This was ungrained sione

which could be worked in any direction. They dressed ' g‘ﬂ
stone,used in the core or inner part of walls, and would

carve tracery, pillar capitals, and other work of an o
intricate nature. When the frec mason's work had been

tried with square and mold to seo that the angles of the

surfaces and the profile or pattern were accurate, then the

raw mason would set the stones itruly with & plumb line.
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In the 1l6th contury the wagse cf the artisan was
4 shillings a day, that of the labourer 2 shillings
(ratio 2 ¢ 1), 1In the 17th century ths wege of the
artisan is given as £15. 13. a year, that of the laboursr
as £10. 8. 8, & ratio of 1.5 : 1, In the 18th century the
one differential which is worth noting is that attached to
the factory system. A woolcomber would sarn 13 shillings
a week, whoreas calimanco woavers only got 5/9 s week
(ratio 2.2 ¢+ 1). The woolccmbor had by far the more
strenuous job, and any negligonee from his part would

result in substantial losses of valuable raw material,

And on to modern times. The practice of wage
differentials is common to all economies. We experisnce
it regularly in our Western capitalistic society. Wags
diffarentials are common in the planned economiss of the
Bast (82)., The wages committee of the Council of Ministers
in the U.S.S5.R. made recently proposals regarding skill
differentials, with ratios betwson the lowest and highest
category of 2 : 1 for the clothing industry 2.8 to 1 in
the enginesring indusitry and 3.2 4o 1 in the ore mining
industry.

We have eastablished in this brief review of a
facet of economic history that difforentials in earninge
have occurred since the earliest money economiss. Tha
magnitude of such differentials have tendsed to fluotuate
with time, btut they appear to have retained certain
recurring characteristics. The skilled man consistently
" earns more than the unskilled man. Within skilled jobs,
the more skilled appears to cayrn more than the less skilled.
Wo found this illustrated in the docree of Diccletian, and
much later on in tho distinction made betwgen free- and

raw-masons.

We conclude that wage differentials are not only

universally applied, but that thoy have acquired through

their long historical existencc the force of a woll

gstablished tradition. This is porhaps best illustrated

in the fact that prominent writers on the topic of wage
differentials accept as self ovident the principle of wage
differentials. Jaques (85) for oxample writes:
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"It may seem solf evidont that individuals engag:d in
employment work expect difforential reward for
differential responsibillty carriod, 'Thoe notion of 2
fair return for work done, a 'raty for the job' notion,
is certainly widely held."

%

g Authoritative writers on the planned economies c¢f tha
' Bast (82) have indicated moreover that the transition from

i the inferior phase of communism (whers the system of wage i

g differentials predominates in the accepted maxim "To

: everyona according to his work') t¢ the superior phase of

communism, whore wage differentials will be abolished, and
where everyone will receive "“according to his nesds'
depends on the nature of man having undergone a profound
changa, Such a change will, it appears, not take placs
baefore the end of the present century.

We shall accept therefore the existence of wage
i differentials as important enough to warrant study.

| 2. Theories of wages in economiocs,

‘ Though we generally acoept that wages muat

§ differentiate between occupations, the basis on which
differences must be determined is not known. This has
formed the subject of much speculation among economists and
has resulted in the formulation of various theories of

WaEes.

Economic theories, of which wage theories ars a
particular example, are conditioned by the institutions of
the economy in which they are conceived. Theories of
wages are derived from tho role wages play in the
functioning of the economy. Commenting on this,

Dunlop (40) wrote that “"thers is a deep seated intellectual

habhit for writers on wage determination to generalize from

the experience of their own country. They tend to assume

the unique validity of their native insetitutions". He

é mentions among those factors in the economy which affect

: thinking on wages, the relative isolation from world trade,
the degree of industrialization and its stage of economic
development, whether it suffers from chronic underemployhent,

whether it is subject to inflation.




This view is substantiated in a way by the
garliest known theony of wages. It was formulated by
St. Thomas Aguinss (121). We can hardly consider
St. Thomas as an aconomist, but his viows on wages acquire
importance by virtue ¢f the fact thal he was the loading

representative of medizeval thought, and that he is the

first known person to have discussed the problem of wages
and their differentials.

S%. Thomas wrote that a just wage was one which
i permitted its recipient to live in a manner appropriate to
& his position in society. St. Thomas was no doubt
influenced by his philosophy of s static society,
characterized by a rigid class structure. He argued that
the typs of work an individual performed as well as his

place of work was largely determined by his birth, and 3
that wages should take cognizance of this fact. Matohet (121)5@
points out that to St. Thomes wages had a single Tunctions 1

the distribution of incomsa.

The views of St. Thomas are rejected nowadays

1 because we talk generally of dynamic societies. In such

) societies, wages have the second function of allocating
labour to the various occupations and productive enterprisas.

‘ St. Thomas! views have however an interesting echo in

! modern times. The restrictions placed in South Africa

on workers of Bantu extraction folilow the argument that the

type of work an individual performs,as well as his place of

work,is largely dstermined by his birth. Another

interesting relation between 3+, Thomas' views and modern

% times is the implication that the cost of living of the

worker should be a first charge on production. This is at

the basis of minimum wags legislatiovn common in countries

1ike Australia and Great Britain.

Theories of wages have developed substantially

gince the days of S+, Thomas, Their major contribution

L; has been to explors extensively the concept of supply and
| demand., It is important to note that these thecries have
i rarely been formulated per ss, but were incorporated in

some major essay on political economy.




The principle of supply end dsmand stems {rom
the observation that employers bid against sach eiher for
labour, The principle was formuiated elagantly by
John Stuart Mill (127) in the following rmanners

"Demand and supply, the quentity Jdemznded and the

quantity supplied,will be made sgquzl, 1f unequal at

any momenut, competition equaliizes them, and the manner

in which this is done ig hy an adjusiment of the valua.

TR

If the demand increascs, the wvalus riges, if the demand

o

% diminishes, the valus falls. igain, if the supply falls
g, off, the value rises, and falls, if tk~ supply is in-
: 5 creased .... the value which a commodity will bring in
2 - b any market is no other than the value which in that

market gives a demand just sufficient to carry off
the existing or expected supply" (127).

¥ill formulated the principle of szupply and demand
for commodities in general, However the principle has
: been applied to wages, as to many econoriuts, wage is né
; more than a price for the commodity of labour. Hicks (69)
i wrote that: "The theory of the determination of wages in &

free market is simply & special case of the general thesory
of valus., Wages are the price of labour; and thus in the
ahsence of control, they arv determined like all prices by
supply and demand"”, One notes that the main funciion of

wagos, seen here as a price is to maintain the equilibrium

v
K betwesn demand and supply.

The earliest of the modern wagne theories to deal
with this concept was formulated by Ricardo in the
"Principles of Political Economy" (146). He deduced his
theozry from the population theory of Malthus (that the
population of the world if unchecked would double itself
avery 25 years, while food supplios produced under conditions

%

SR T,

of diminishing returns increzse more glowly). Ricardo

RO TERE

stated that wages should be just about sufficient for a

worker o maintain life and to ensurc his reproduction.

s

e
.

If wages are belcw this level then the working class will

diminish in number, the supply will be cut and wages will go

AR

S ron b

Upe. If on the other hand, wagos go up, the well-being
results in incereased number of children. The supply of

labour will increasec and so wages wili go down,
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This theory which has come to ba known as tha
"Subsistence theory of wages", led Themas Jurlyle to refer

to econonies ag: "that dismzl saoience™. Halthus and

Ricardo were contemporaries of the early Irdusirinl Revoliution
when the population of the Western countriey grew at an
extraordinarily rapid rate, and when iechroiogical
developments were sitill in their infancy. Ths thecry was
proved invalid by subsequent trends, The populstion did
not ocontinue to incresss at the predicted rate. The
technological advances were much groater than bad besn
anticipated., The increase in productivity was so greatl

that real wages rose substantially.

Dissatisfaction with Ricardo's theory led o ihe
formulation of the "Wages Fund Doctrine'".  Though many
economists contributed to ite development, the ﬁoctrinskwagﬁ
prominent in the writings of John Stuart Mill. Dobdb {36}
gives & Tair condensation of the doctrine. it was ssen is
a departure from Ricardo in that emphasis was placed on the'
factor of demaund. The theory was based on the Protesiant

concept of capital developed by Senior, i.e. papitel ia

abstinence from consumption.

The wage fund doctrine statos that the total
amount available for wages it constant in the shord run.
As capital provides the fund from which enployers advanca
wages 1o labourers, their wage is determined on &n aversge
by the amount of this fund divided by the numbsr of wWoTEITS.
The wage fund would ircrease in the long Tun in proporiisn
to the growth of capital, Higher wages would result from

a larger amount of savings and investments.

The theory, though rejected in Britain, besauss it
failsd to take into sccount union activities,appears %o
guide much of the current thinking by South African
economists, The argument is frequently put forward that
the wages of African workers cannot be raised ag they &are
related to productivity, and availability of capital is one

of the factors determining productivity.

Virile union activity in Britain did much %o
negate the validity of the theory, Workers showed littls
inclination to wait patiently for the accumulation of capital

or for & reduction in their numbers Bofore wages would be
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raised. The theory failed moreocver to establish any
quantitative relationship beiween a wage fund and the
amount of capital available,

Both the two previous theoriss focussed

attention on a single faocet of the concept of supply and
demand. Ricardo concerned himself solely with the concept
of supply. The wage fund doctrine discussed solely the
concept of demand. The marginal productivity theory which

followed was an ambitious attempt to explain not only the
general lsvel of wages, but the entirs wage siructure of a
highly competitive economy, in terms of both supply and
demand,

What contributed most to the form of this new
theory was the increasing fashion among economisis at the
end of the XIX century to think in terms of small
increments added or subsirected at the margin.  As Dobb (36)
puts it "economists were at this time trying to explain the
price of a commodity in terms of the exira utility - or B
gsatisfaction - to consumers yielded by ths finsl or
marginal unit of a given supply: given x=-hundred bushels
of wheat, the price per bushel would measure the utility ot
the x~hundredth bushel to some one or other of the
purchasors”. We see once more the dirsct anaiogy betwnfn
the price of labour and the general price of compoditiad,
As however labour satisfied consumers' wants indirectly,
i,e. by turning out a product, the marginal value of 1o sour
was seen as dstermined by the extra product yislded by the
addition of labour io some marginal unit. Thise e 2
special instance of the law of diminishing returns. A1l
other things remaining equal, the net addition to the total
output which is obtained by hiring an additional employee

decreases as the number of employees increases.

The theory rests on a number of asgumptions.
The employer is seen to behave in such a manner that he
will maximize his profits. Thigs means that he will
continue to hire additional labour as long as the revenue
produced by the addition of a worker exceeds the rsost of
hiring him, i.e. the wage he will be paid. The workor
also seeks maximal profit. He is highly mobile and will

move Trom low wage to high wage firms. But the wage he




will be paid will not
the net product, i.e.
output of his factory
These assumptions are

o

exceed the value to the employer of
how much would bhe added to the total
if he employad an additional man.

bracketed under the term of perfect

5
§
&7

¥

competition. For it is assumad further that no firm by
its ewn decisions can affect the price of the commodity it
sclls, or of the labour it hires. Wo must stress again

that labour is completuly mobile. and thal employers and

The theory can be confusing if one ignores the

will pay, but rather that it indicates the amount of labour
Genorally speaking the

Supply
and demand each depend on the wage rate - the one rising,

The squilibriom

efficient possible - given the existing incoma distribtution

%_ smployees have krnowledge on which fo judge their best
i ipterests, simply seen as maximal personal gain.
W

E‘" %’1
gﬂ fact that it does not yield the wage & typical employer
i he will hire at a given rate.
&
5 higher th2 wage, the less labour he will empley.

A @ the other falling as the wage rate risss,

P
% ‘which ig arrived under conditions of perfect competition
g results in an allocation of labour which is the most
; and the pattern of consumer wants,
‘i,
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The theory was hailed by many ot its initial
exposition as womplete and final., It has been since then
the subject of much criticism and has served perhaps as the
most important stimulus for discussion of the basis of

wage differentials,

Dobb (36) notes the essential weakness of the
theory. w4 is important ... to bear in mind that the
marginal net product of labour depends not only on the
supply of labour but also on the supply of all other
factors of production; and when this has been said, the
theory is robbed of much of its apparent simplicity and
finality".

which the industry is organized, the existing state of

The scarcity of capital, the efficiency with

technique, the distribution of consumers demand between
different products are factors which determine the marginal
net product as well as the intrinsic gfficiency of labour
itself.
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Two additional eriticisms have been levelled

against the theory:

1,

Its basic assumptions are challenged

1,1 All business oonduot cannot be interpreted in
terms of profit maximization. Simon (159) gives
porhaps an apt aphorism when he says "Administrative
theory is peculiarly the theory of intended and tounded
rationality -~ of the behaviour of humen beings who
satisfioe beoause they have not the wits to maximize”,

FPierson (141) in his evaluation of wage theories
notes that much managerial action is taken quite
without knowledge of how it fits into a theoretical
ssheme. “3tatus as a lependable supplier either to
big scarce cusiomers or to millions of adherents %o
brand (oorporats) names, vies with prioe and profit as
& dominant factor in managerial wage decisions!", On
the whols, business deoisions are not predicated on
present prices but on estimates of the futurs.

1.2 There iz 2 laock of true mobility of labour. &
recent I.L.0. publication (81) points o +the fact that
mobility is primarily a soocisl factor. Some groups
may tend to change jobs moras frequently than others.
Tha actual possibility of changs is limited moreover,
easpacially in jobs other than the lowest paid. Four
reasons are listed:

1,2.,1 A worker accumulates experience and
knowledge whioh though of value to his present
employer is of lesser vazlue to a2 new employsr.

1.2.2 Workers cannot move indiscriminately at
short notice from one job o another throughout
the economy. The special training the man has
received restricts him to certain types of
ocoupations, Inertia may be increased by custom
or legislation.

1.2.3 Workers may be congenitally incapable of
aoquiring skills required in the better paid jobs -
or elss unable to pay for the necess:ry training.

1.2.4 Workers are generally nci wel. informed on
alternative opportunities for empl syment.
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2. Wage rates affect productivity

The assumption of the thsory that productivity
affects wage rates is not correct, as they in turn affect
productivity. The theoxry therefore fails to take into

account the influence of high wage rates on productivity.

Increased wages may make employess mors
efficient. They have more money toc spend on themselves,
they may feed tl.emselves better and hravc greater encrgy
resonrces to draw from. Jaques (85) points out that

increased wages which take cognizance of the responsibility

7.
E
&
£
8
-}{4;
e
L
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and aspiration of the wo»ter resulis in better motivaiion

to work,

Increased wages may in’turn make smployers mors
efficient by shocking them into irtreducing improved
techniques of production. Dunlop {40) writes categorically
on this issue "“The sirong pressurc of unions for higher
e wages ... has undoubtedly helped to raise the siandard of
living because this pressure has forced management to work
harder to kesp down laboir costs and has thereby accslerated
technological progress", TWooton (179) quotes numerous

T e ke

instances of this having taken place in the building, coal

e mining, coiton textile, railway and engineering industries

of Great Britain,

5 If we are to reject the theory of marginal

: productivity, what can we put in its place? The general

. concensus of opinion {40,141,179) is that no new comprehen—
f sive theory has emerged which would take the placs of the

g classical models described so far., We are told that

though the theory of marginal productivity has been seversly
eriticized, it is still widely held because its most severe

critics were not able to offer an acceptable alternative.

Wage theories have done little to explain the
nature of wage differentials beside formulating that they
are a function of the principle of supply and demand,

Bach of the three major theories we have discussed goes a

bit further in considering how the principle applies to

wages in general and, by inference, to wage differentials

SRR EAR T

in particular. s
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The railure of econcmists o explain the
phenomenon of wage differentials more fully stems
possibly from an uncritical acceptance of the principls
of supply and demand, They do not appear to take into
account the bewildering complexity which underlies this
principle. This may be due as suggested by Wooton (179)
to "ithe tendency of economists to sglect one slement in the
picture namely the equalizing process, giving this logiscal
priority, whilst all others are rclegated to the secondsry
role of interfaersencos", In addition to this there is the
tendency of economists to argue from gimplified psychologi~
gal promisag, possibly due to the magnitude of their field
of gnguiry. The extent to which this is the nase will
appear from & critical examination of the principle of

supply and demand,

: 3, Critique of the principle of supply and demand. /

When a theory which endeavours to predici humen
behaviour fails, we can assume that it lacked initially an

adequate empirical basis, This phenomenon has frequently

: been observed in psychology with the rise and deoline of
- # various schools. In essence the patterm is repeated over °
and over, Experimentation, epeculation throws light on

gome aspscts of behaviour, a theory is formulaisd and is
either disproved by Pfurther experimentation, or else it is

ghown not to have taken account of conflicting evidenocs.

The priaciple of supply and demand is in actual
Pact a theory of human bghaviour, I% kas grown out of

cbservation and introspection, It shares the same starting
point as economics: the nesds of the individual. The
comminity he lives in shares the tasgk of satisfying these
neads, 1t produces a number of commodities which are
exchanged for a common unit of value, and so acquire &
monetary prica. Repeated observations have shown that the
price of a commodity will fluctuate according to this pheno-
menon of supply and demand. If thers is a glui of the
commodity, prices go down, If the commodity is in shori
supply prices go up. Why then can it notbe said that the

wage a worker is pald, and which is after all a price, will
respond to the phenomenon of supply and demard? Why can this
principle not be applied to the commodity of labour with the
same apparent validity that it ca=n be applied io any other

commodity?
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To begin with, even with the most inert
comnodities, its purchase, that is, its demand wiil result
from an involved personal decision, Such a decision, as
Simon (159) has pointed out, may be rational or irrational,
and when it ie made it will be the result of a number of
conflicting alternatives., As the individual will have a
limited amount of money io spend, any decision 4o purchase
a commodity will restrict him from deciding to purchase
other commodities.

The supplier of the commodity - unless he works
ageinst a tender - im never quite certain that thers will
e a demand for his commodity. Ho goes by precedent, and
assumes that if a need was falt in the past it is liksly
to bs felt in the future. He actively fosters this nesd
by direot or indirect advertisement. If he operates in a
free markot, the commodity he p. duces may be challenged
by competing commodities. Hs feels ressonably safe because
he knows that to produce a commedity requires an sccoumnle~
tion of experience and capital, and this reduces apprecisbly
the number of challenges he may have o face., As he knows
that every decision to buy his commodity resitricts the
individual in his choico of othor commodities by reducing
the price, or extending credit, he gives the purohase&

greater freedom of choics,

We note therefore that a complex and often son-
flicting process of decision-making underlies the prouéss
of supply and demand. The theory of motivation whioch the
principle of supply and demand postulates for the individual
and the concrete Ascision to purchase a commodity may in
practice not be directly related.

If the process of supply and demand of inanimate
commodities is in actusl fact so complex, it becumse even
more complex when we apply it to the labour market. For
the process of focussing attention on the individual deci~
sions which underlie supply and demand becomes even more
jmportant. We no longer desl with inanimate commodities
each subservient to the genersl decision of the producer
but with individuals each with his own needs living in a
culture with highly significant norms. Wooton (179)
points out that any attempt to explain trade umion activity
in terms of models based on monopolistic solling involves
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an important fallacy. A monopeligt may anticipsate largor
profits from limited sales at a high prics. A& trads union
officizl dare not consider lesaving a2 musber unsmployed =o
that these employed will earn a high wage. With inaniaate
comodities both oredit end debit items f2ll within the

; game business, They are part of a atrajighi-forwerd

ﬂ' ; buginesy caleulation, The loss of income due 0 ungmployw
‘ ment and the gzin from higher wagus accrue io different

recple. There ars, tharefore, a number of complicaiing
factors all puinting to the fact that man in search of work
doas not behave like a bag of potatoes in seéirch of & buyar.

Man, as_a supply element, brings 0 bear in the
labour market a procass of decision-meking which no other

somnndity can exert in any other markel. His decision o

goll his labour %o an organization, may be the compound of
i & number of factors, of which the price of labour is one (28).

Theres is & fair amount of evidence to suppert our
views. An economic survey ccmpleted by tha United Nations
in 1955 (173) quotes two studies oarried out in Sweden and
in Britain. It found in Sweden, that eoven among young
} workers, the prospent of higher wages was not the main
| motive for moving out of jobs. Wages as 2 motive were

Pound ir only one third of the cases. 1t quotes other

Swedish investigations as having found that wage comparisons

are less important as a motive for moving into relstively
? high wage jobs than as a motive for moving out of rglatively
low wago jobs, The study in Britein showed that wage com-
porisons played 4 minor role as an inducement to middle aged
workors %o move, wnersas it was quito important for young
workers, Similar studies carried out in the U.S.A., gave
sssentially the same results. The report concludes that
comparisons of actual differences in earnings are less

importent as a motive for movement between occupations,

ipdustries and firms than is often supposed.

Another important consideration is the fact that
. . inanimato commodities serve generally a more rigid function
than would be served by arn averago worker., To the goneral
buyer potatoes arc used as food. Totatoes cemnvot be used
as reading matter, They rorve a single function resulting
from the demand for food. A worker on the other hand by
virtue of his flexibility irn the work situation mey
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materially affect the deomand of an omployer. The detand

for labour results from an administrative decision %o create
a job, The needs of the organization may however be
better perceived by the incumbent who in turn may with
experience and talent create a different demand than the one
which leads to his appointment. The inter-relationship
Petween worker and employer is potentially much more

somplex than that between a commodity and purchaser,

he labour market, as we pointed out earlier on,
functions within a culture, Thors are many indiciations
that strong cultural forces act on the mechanism of supply
and demand of labour, and interfere significantly with it,
Wooton (179) mskes a very convincing case for her thesis
that “pay and prestige ars closely linked". She states
that in spite of some exceptions, it is the rule that the
high prestigs person, should bhe also the highly paid psrson,
and vice versa, 'Once this ruls is admitted as & faoctor
in its own right, it is remarksble how effectively it
explains much that on a purely economic hypothesis has %o
be explained away'. Among the numorous argumenis which she
presents to support her thesis two are of particular
interest, There is fo begin with the well established
practice of dividing the wage structure into roughly defined
aress with strong social undertones. Traditionally, all
the posts that involve the exercise of much power rank as
salaried, and most of those in which the work is physically
disagresable or exhaustirng are classified as wage earning.
She produces substantial evidence tc prove that the
distribution of earned incomes still runs parallel to

social classification.

The second argument has a more direct bearing on
the principle of supply and demand. She points out that
aceording to economic theory the monetary and other
advantages of any cccupation will tend to balanco one
another. This mcans that jobs involving limagreeabls or
dangerous work or inconvenient or long hours will be more
highly remunsrated than those which do not. She finds the
pumber cf hours worked per week in a number of jobs
belonging to the lower occupational groups. She correlates
these figures with the wagos paid to these jobs over a

number of years. The correlations arc &ll negative, and
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significant ranging from -0.189 to -0.,465. These findings
are corroborated by an independent study (31) carried out
in South Africa by the National Instituts for Persommsl
Reeearch., The study dealt with an ovaluation of jobs dons
Yy Africens. It found that the estimated amount of
physical effort involved in a job corrclated negatively and
significantly with the wage ~0.273. A small but not
significant negative correlation was found betwoen wags and
the work surroundings -0.068. In view of the largo number
of jobs involved in this study (N = 1,090), this small

correlation should alsc be noted,

Added support at the other ond of the wage
continuum comes from Simon (160). He reports that the
distribution of executive salaries is not unambiguously
determined by econcmic forces, but is subjsct to modifiocaw
tions through "social processes that determine the relevant
norms", These norms establish the ratioc of an axecutivo's
salary to the salaries of his immediate subordinates.

The principle of supply and demand as formulated
at present is deficient in many ways, It fails to explain
in full the detormination of wage differentials., We doub%
whether their determination could be explained satisfactorily
on the basis of a single rule of behaviour. Pierson {(141)
sxpressed his doubts in this matter when he wrote that
Hthere is an olemont of uncertainty or even indoterminateness
in wage setting which earlier oconomisis wore inclined to

minimize".

The determination of wage differentials presents
us in reality with a double task, Wc must on the one hand
colloot eufficient empirical svidence to establish more
accurately the rolationship betwoen wage difforentials and
labour mobility. This is in the nature of a long term
project whieh will take many decades to complete. A
number of methodological protlems would need to be resolved.
We would need to know the relationship between attitudes
oxpressed and actual behaviour. We would investigate all
possible aspects of labour turnover, the true sconomic
behaviour, and what in actual fact makes a worker feel he

is paid a fair wage.
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The second task is capable however of a much
ginmpler solution. It is the task industrialists

continuously face when they are called upon to decide what

wages personnsl will be paid, what incremental policies to
adopt. Decisions are often made in an ad 1ib manner based
essentially on the intuition of the industrialists and
administration. With time inconsistencies take place and
decisions bacome increasingly more difficult to make. The
need for determining wages on a rational basis becomes
quite marked. How this can be done forme the basis of the
following chapter.

4., A rational basis for wages.

The need for a rational basis for wages is olearly
sean when we consider that most wage rates ars administared
wage rates, The failure of economic theory to provids so
far a rational basis on which to determine wages is possibly
due to this fact. The point was taken up by Reynolds and
t4ft (145)., They present substantial svidence to prove that
the influencs of economic forces on wages is mediated through
administrative decisions rather "than expressed directly in
the market place".

If this is the case we must consider next the
situation in which these decisions are made. Simou (159) in
his study of administrative behaviour indicates that
organizations are administered in a context of inadsguate
information, This is the reason why we speak of the art
rather than the science of administration. It means *that
day to day decisions are generally made against a background
of uncertainty. The consequence this has on the formulation
of wage policies was stated in plain ‘erms by Holden {72).
"The complete absence of a rational foundation for the wage
structure, the unrestricted fresdom of foremen to say %o one c
of their employees "I'1ll give you & rise if you tall no one |
else", mhop politics and several practices contributing %o
wage inequalities have made them the serious problem that

they are to-day".

The formulation of a rationale on which to baes
the determination of wages has the clear advantage that

decisions concerning them maintain a pattern of continuity.



Contradictory decisions are reduced appreciably. Workers
feel less uncertain about their pay, and consider +ti3
environment in which they work to be more predictabla.

In the sbssnce of any definite contribution from
economice, there has developed in occupational psychology, the
teolnique of job ewaluation., Psychology has a legitimate
interest in the field of judgment. The application of
knowledge in this field o the problem of wigse detemmination
has resulted in Job evaluation. The tschnique endezvours o |
establish a consistent and systematio basis on whioh o |
determine wages and to compute differentials between jobs.
The technique will be described and disocussed at lengith in A
the following chapter. ‘




CHAPTER II

JOB EVALUATION

1. Definitions of job evalution

Job evaluation is a technique in the original
ssnse of that word, i.e. it is the skilful and mechanical
application of the methods and the knowledge of an art.
The axrt to which job evaluation belongs is that of
administration. Though job evaluation, like management,
is rarsely referred to as scientific, this does not preclude
the development of a science of job evaluation, This would
be an endeavour to study the methods and problems of job

evaluation, in a systematic, reliable and precisse manner.

The most frequent use of job evaluation has been
to establish a basis for wage differentials, This is
stated explicitly by LiverWash (109): "Job evaluation is &
formal procedure for determining wage differentisls., The
approach is a systematic appraisal of Jjob requirements and
job conditions: +the skill, responsibility and physioal
effort demanded and the favorability or unfavorability of

working conditions",

Numerous definitions of job evaluation are avail-
able. As is commonly the cage, these definitions refleot
the majo~ discipline and interest of their respsctive
authors. To Jaques (84), for example, job evaluation
concerns itself with the problem of "how to determine the
appropriate payment and status for individvals for the work
they do. By appropriate is meant a payment and status
accorded in such a manner that each one has a sense of fair
and just return for his work", Jaques as a social
psychologist with a psychoanalytical bent is keenly
interssted in social dynamiocs. He stresses the relation-
ship between pay and status because to him this is at the
core a social problem which evokes powerful emotions about
economic security and about the value society atiachss to
one's own work as compared with that of others. To an
gconomist like Dunlop (41) on the other hand, job evaluaticn
is an analytical procedure vhich has broaden-d the scope of
wage theory to include institutional as well as the classical
market considerations. The wage theory which Dunlop has
begun tc formulate, horrows heavily from the job evaluation
technique developed by Benge {(10).
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Most of the definitions we have come across
stress tho relative aspects of job evaluation. The
British Tnatitute of Management (17) defines it as “the
process of analysisg and assessment of jobs to ascertain ...
their relativs worth", Benge (10) writes plainly that:
1311 systems for esbablishing wage rates are relative'.
Dooher and Marquis (37) define job evaluation as “the

process of determi.ing the relative worth of a job in

relation to other jobs".

Some definitions are more elaborate than others.
They incorporate a brief description of the method used or
else discuss the limitations inhsrent in job evaluation.
Pation and Littlefield (137) define it as "= systematic
approach to the problem of egtablishing fair pay
differontials ... it employs of necessity judgment to a
considerable extont, but it is a systematic, carefully
controlled type of judgment, based upon the best factual
information available. A recent I.L.0. publication on
job evaluation {B81) defines it as "an attempt %o determine
and compars She demands which the normal performance of
particular jobs makes on normal workers, without faking

account of the individual abilitics ox performance of the

workers concerned!.

We prefer this definition to all others because
it clearly reflects the 1imitations of job evaluation.
Job evaluation is said to be an g g tamptt, This dencotes
+he lack of precision and finitenecas inherent in it. It
ig an attempt, very much in the manner of saying "“we shall
try to do something, but we cannot vouch for the end result?,
Job evaluation like scientific reSedrch has an element of

uncertainty attached to it.

The operative word in the whole definition is the
word "normal! repeated twice. Job evaluation is concerned
with normal performances of normal workers. This means
that the tecanique deals essontially with a conceptual
average which may have no counterpart in reality. We
arrive at this mental picture of a normal performance by a

normal worker through a process of cumulative estimates

known as job analysis,



2. Job analysis.

Most of {those who have writteon on the subject of
Job evaluation, stats categorioally that job analysis
precedes the process of evaluation. This was implicit in
the final definition we quoted, viz, the I.L.0. publication
on job evaluation {81). Defore the demznds of jobs could

be compared they had %o be determined.

An interesting simile is drawn by Wooton (179),
She writes that "Job evaluation is merely a convenient name
for the systematic and impartial pricing in the labour
market, quite closely comparable to modern pricing of
merchandise. The latter is made possible by adequate vost
analysis, the former by adequate job analysis".

Otis and Leukart (135) state more implicitly the

relationship beiwsen job analysis and job evaluation.

HJob evaluation - the complete operation of determining the ‘
valus of & job in relation to other jJobs in the orgpnizafinn -
beging with job analysis %o o 4 Job desoriptions and job
spesifications, and includes the process of relating the
descriptions by some asystem designed io determise the
relative valus of the Jobs or groups of Jjoba',

Kershner {92) in his authoritative review of job
analysis considers the field of job analysis %o bas the
wider one and to include job evaluation.

The end result of job analysis is to produce a
written description of the job or the major tasks which go
3o compriss it. Mallart (117) claims that the earliest
rocorded job descripiions were producod in the XVII century
by the Spaniard Suarez de Figueroa, It is reasonably safe
to assume however that basks have been analyzed and des~
cribed since the bsginnings of civilisgation. The trans-
migsion of skills frowm one generation to another must have
been preceded by some analivais of the partiocular activities
%o pe learnsd. Sommerfelt (166) writes that *f men is a
tool maker then he is alsc a2 word maker. This view is also
held by De Laguna (32) who concludes’ that languags is
correlative to the tcol. There is & falr amount of

svidence to suggest that this is so.
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The importance of perceptusl thinking for the
development of tools was shown by Kohler (96) in his studies
of the mentality of apes. Though such thinking was not
sustained it led to sudden insights resulting in the
development of & tool. Kohler showed with sufficient
accuracy that some form of thinking is necessary prior to
the devélopment of a tool.

At a wmore advanced evolutional lavel, the very

structure of the human brain indicates that there is a close
relation between the powers of conceptual thought and those of
skilled behaviour. This is further indicazted by polacontological
research on the origin and evolution of toolmaking. Oakley (131}
writes that Yeven the crudest Palseolithic¢ artifacts indicate
congiderable forethought, The range of types of tools in the
eariiest Stone Age industries shows that almost at the dawn of
culture tcols were being made to make other tools". As it is

A P s B S e e P e

gi }? not conceivable that each generation discovered anew the skills
ﬁ} 1; of toolmaking it is simpler to accept that these skills were
o if transmitted from cne generation to another, This would have

3 involved sume conceéptual analysis of the task to be done.

The sarliest recorded descriptions of an activity
which would qualify as work in the economic sense are found
in cave paintings, e.g. the hunt scenes found in the Upper
Dalacolithic caves at Cueva de las Caballss in Spain (161).

At = lster stage the Egyptian tomb paintings were particularly
j1lustrative of work in the earliest civilized communities.

RS

o o

The paintings at Beni-Hassan suggest many of the Teatures of

4 modern check list we use in job analysis. The activities
involved in a given operation, e.g. the baking of bread are
depicted in a chronclogical sequence. The tools used are
prominently displayed. The consequence of using them is
illustrated. The pictures convey in parts a strong suggestion
of movement. The kunter pulls at the string of his bow, an

arrow is lodged in the side of a deer.

;T These first job descriptions served a purpose quite
4 different from those currently found in present day practice.

They were in the nature of an artistic exercise, probably

motivated by powerful religious reascns. The artist
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supplemented the medium in which he expressed himself with
his genius snd intuition. This was shown in the absiracw
tions he made and represented of a complex and dynamic
situation, Though such representations were by necessity
static thsy succeeded somehow in conveying the essence of
the task or its olimax, ‘The ring of hunters closes on the
animal. The baker places the bread loaf in the oven.

Present day descriptions of jobs =erve a moxre
utilitarian function: +they are used to ensure in the
broadest sense that personnel in organizations functions
effectively. Some consider that the analysis of jobs is
° Z fundamental to most problems encountered in personnel
administration. Horst (75) points out for example, that
if we accept that the main function of & persomel
e psychologist is to predict the behaviour or success of
persons at work, then 'the prediction process must begin
i with a description of the activity in which success is %o
to be predicted". The provess of analysing and describing
£ jobs is felt by Horst o give an essential picture of the
context in which a personnel depariment is to funciion,
This is reflected in the common praotice tio prepare for the

introduction of a personnel department in an organization
by completing a full programme of Jjob analysis,

There are at present four main rezsons why jobs

are analyzed and described:

a. to establish training schemes., It is clear that no

form of %raining can be implemented without a detailed
description of all the activities which must be learned.
Such descriptions are incorporated in the body of

training manuvals.

b, to introduce some form of personnel control, i.e.

gelection and merit rating. Selection tests are

validated against criteria of job performance. The
consbtruction of tests is therefore closely determined
by the essential characteristics of the job. Similarly
the measure of merit is largely determined by the
demands of the job.
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c. 1o _examine work procedures and assess their effeotive-

ness. This fcrme the main context of the tuchnigues
of time and motion study. Jobs are analvgsd in terms
of aotivisies and tkon oritiocally examined. The
purpose here is to determine whether work activities
achievs their set aim in the most sconomiocal and
effeotive manner.

de 1o establish a rational wage structurs. This relates
to the technique of job evaluation which forms the main
subjeot of this thesis.

Current techniques of job analysis were
originated by Taylor and Gilbreth a2t the turn of the present
century. There has been since then & long series of
publications dealing with various techniques. The
bibliosraphy which Zerge (180) published in 1943, lists
401 publications dating back to 1911, The main ccutribu~
tion made over this period was to esiablish the conviction
that jobs in actual fact oould be analyszed and described.

There are various techniques of job analysis,
Kershner (92) classifies them into four categoriess
observation, interview, questionnaire and work participa~
tion. These techniques will be discussed in detail in
Chapter IV, Suffice it to say at this stage that the job
analyst is guided in every ocase by a conceptual framework,
which he has developed over a period of time and which
ensbles him to extiuct economically pertinent information
about jobs. Tho analysis is concluded in every cise by &
written description of the jcb in which its major

characteristics are recorded systematically.

3. Development of job evaluation.

The development of formal job evaluriion closely
followed the development of jot analysis. The short
historical survey of wage differontials we gave in
Chapter I, illustrated that tho practice of valuing jobs

ocould be traced back tc the early stages of money econcmies,
ob evaluation ~ the praotice of consciously and

Formal j
systematically detormining the rolative value of jobs -

starts much later.
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Adam Smith (164) is orodited with having had the
original idea of evaluating jobs., Ho listed in "Wealth of
Nations" (Book I, Chapter X) five ciroumstances which
Gotermine the relative value of jobms:s agreeableness of the
worky difficulty of learning the trade; ocoustancy of
employment; +the trust reposed in the workmany probability
of suocoess, Sot > of these cirocumstances have their

csounterpart in factors currently uscd in job evaluation
plans,

The first attempts to develop & formal system of
jobh evaluation were made by the American Federal Govérnment.
Bvidenca of this is given by Jones (91)., He points out
that during the formative stages of the Federal Governmenut,
the problem of setting equitable wages was brought
frequently to the sttention of +the legislators.  These
pressures hecame greater as the number of oivil servants
grew larger., In 1836, goverument olerks in Washington
submitted a petition to Congress, demanding that some
systematic method be used for the determination of their
salaries, Two years later, a document from a Senate
committee neted that in actual fact clerks in varying
departzents were paid different salaries for essentially the
same type of work., Aotion was only taken seventeen years
later. Repeated representations from government clerks
induced Congress to pass remedial laws, These established
four grades of clerks, prescribed ocertain rates of pay for
each grade and formulated the policy of equal pay for equal
work, Provisions were made for the loose co-~ordination of
departmental pay schedules.,

The procedures whioh had been laid failed however
to remove pay insquities. The laws which had been passed
did in actual faoct 13%tle more then indicate formal
acceptance of the principle of equal pay for equal work.
There were no provisions for additional staff to administer
the pay procedures which had been laid dowm. Their
interpretation was left to each departmental head. This
resulted in the long run in an even greater number of

pay inequities.
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In 1907 the whole wege structure was re~axamined,
A cormittes of experis reported thai ‘+hough there was no
fool proof method 1o ensure equitable compensation for
work, eteps could be taken howevelr to ensure that '"ths same
importance always be given 4o certain linss of gubstantially
similar werk performed in different tureaus", This
recommandation was implemented and rvesulted in the develop~-
ment of the first known system of job evaluation.

The first authoritative baok on job evalnation
& was weitten by Lott (111) fifteen years later end published
in 1926, He based it on data he hed collested in ths olvil
| gservioa, and on the application of the ocivil service system
to industry. The soalgs he used Were vased on a nuxber of

i

job attritutes. These scales are quoted in full bectuse
they influenced materially the development of the point
syster of evaluation which we shall discuse later on.

3,1 T 3 required itc beconme high skillied in &n operation.

3,2 Time requived for a skilled person to adapt hinmsel?f $0

hie employer's needs.

3,3 Number of men in the ocoupations the labour gupply .

3.4 Possibility of an employee locahing with another
company and s¥ill commanding a similar sarning oapaciiy.

3,5 Baucation required for the occupation.

3,6 Prevailing rate of pay in the community.

3,7 Degree of skill, manual dexterity end soourady reguired,
3,8 New problems and the variety of the worke.

3,9 Money values of the parts worked on.

3,10 Dependsnce upon honesty and personal integrity.

3,11 Working ponditions,

3.12 Exposure 1o health hazards.

3,13 Bxposure %o acoident hazards.

3,14 Physical effort.

Monotony of the work,
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Jones (91) claims that job evaluation came into
its own after 1929, with the creation of the vertical trades
union, representing all classes of workers. With the
growth of vertical unione, authorized by the Wagner Act in
1935, the old partisan struggle of craftsmen against each
other disappeared. The unions had to contend however with
problems of wage differentials, as they wsre row oonciam ed
with the entire working forse of a factory, The incressing
demand for job evaluation resulted essentially from the
refinement of tachniques ot job analysis., Job analysis was
divested of the minutensss -f motion study (34) and more
meaningful descriptions of jobs were produced. Iott's
system of job evaluation was developed further to yield the
points system of job evaluation. Dissatisfaction with
points systems induced Benge to develop his own technique
i of factor comparison,

o b Botween 1939 and 1943, a large volume of
' desoriptive literature was produced, This centered

S e i e e .
e e T e .
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primarily around the points and factor comparison systoma
of job evaiuation, The material was largely uncritical,
[ ; There was much in the nature of partisan attacks, bud

: : publications concerned themselves with the dessoription of
methods, eulogizing them, and evolving in some instances

variations of current techniques.

8 - The cutbreak of World War II and the eventual

- ff entry of America, resulted in a marked intensification uf

i?' %  industrial activity. This meant that strong stresses were
f£olt in the industrial wage strusture. Random wage

{3“ increases viere frozen by the Wage and Salary Stabilization

ﬂ Law of 1942, which stated that increases would be suthoriged
only %o correct maladjustments and inequelities. fThis law

togother with the oreation of numorous new cocupaticns
orfginated by changes in methods and by the development of
new techrological processes, did mwuch H0 sstablish job
evaluation in the American socne. The largs body of
1iterature since 1943 is more critical in its appraisal of
job evaluation. Some rescarch wes initiated, a number of
methodological and statistical provlsms jnvesztigated, and
soma of the basic assumptions examined, with an endssvour fo
davelop more sconomical methods. Only one new techuique of
job evaluation was developed howovers Jagues (84, 85)

measurcment of the tims span of disorotion,




P T TR T

o

This brief desoription of the historical develop-
ment of job evaluation has oonoerned itself largely with
its development in the United States, This is not
surprising in view of the fact that the technique was
originated and received its major impetus there. The
teohnique is now increasingly used in Western Burope. 4
survey completed by the United Nations in 1955 (173) noted
that "there is a itrend towards more unified wage systems
and towards the fixing of wages according to the nature of
the work and the individual skille regerdless of differences
in demand conditions and profitability in particular
industries and firms", The report lists several factors
warking towards this result:

-~ 8social considerationsj
organigational changesg
- inflations

a o o P
f

-~ the simple fact of full employment.

Job evaluation im also well established in the
U.S8.8.R.; and in the planned economies of Eastern Burope (82).
This possibly follows from Le¥in's tacit acceptance of the
American methuds of ssisntific management. Lé;%n (108)
wrote "The Taylor system, the last word of capitalism, in
this respect like all capitalistic progress, is & combination
of subtle brutality of bourgeois exploitation and & number
of its greatest scientific achievemsnts in the field of
analywzing mechsnical motions, the working out of correct
methods of work, the introduction of the best systems of
acocounting and control. The Soviet Republic must at all
costs adopt all that is valuable in the achievements of
gscience and technology in this field, The possibility of
puilding socialism will be detsrmined precisely by our
suecess in combining the Soviet government and the Sovied
organization of administration with the modsrn achievements
of capitalism". The practice, at present, regarding wage
rates is to group them into a specified number of wage
categories, based upon coefficients reflecting the skill
and responsibility involved in given jobs, and taking acoount
of such factors as the diversity, complexity and difficalty
of the work. Coefficients are determined on the basis of
detailed job descriptions.



In South Africa, job evaluation is incrsasingly
used. TIu 1954, the Civil Servioce Commission completed the
svaluation of all poste under ite oontrol. Private
organizations in the mining, chemical and manufacturing
industries have introduced job evaluation to guide them in
the determination of wage differentials, The National
Institute for Personnel Research was active in initiating
job evaluation in the gold mining industry (77); at the
gteslworks of Iscor (4), and in the Johannesburg City
Council {31), Some of these studies yislded information
on the problems which are sncountersd when current

v techniques of job svaluation sre applied to African labour.
§’ We turn now %o an examins .on of the procedurss
i of job evaluation, We shall begin with a disoussion of

-y the concept of +the job whick is fundamental both to Jjob

i

%: analysis and job evaluation,

§ A, The conoept of the job.

3

¢ A iob is defined as a plece of work. It oonveys

the meaning of 2 conglomeration of aotivities, varying in
complexity, and set to achieve ocertain goals, These

%‘
i

S

aotivities would pre-suppose that the worker is able to meet
5 number of regquirements and that hs is willing to assume
various responsibilities,

T

Johs ocour within organizetions as a result of
the principle of division of labour, That division of
1abour would become more important ag social ecoacmies become
increasingly complex,was discussed by Plato in "The
Republio" (142). "We are not self suffising but have a
veriety of wants. Thon as men have many wants and many
pereons are needed to supply them, one takes a helper for
one purpose, and another for another and then thesg paritners
and helpers are gathered together in one habitation; the
body of inhabitents iz tormed a state. Then men give ox
receive in exchange because they think it is to thelir

advantage'.

The view that a division of nesds leads to a
division of labour is accepied eusontially unchanged in
modern times, Clark (22) writes that generally speaking,
people rre distributed between oocupationa in a way which
will neet the demands of the community. Thus in e
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community "requiring a great deal of transport «~ and willing
to pay for it ~ a considerable proportiocn of the working
population will become transport #sorkers" (22).

A sgoond point may be inferred from Plato's
quotationt there must be a sufficient development in
community life to create such an accumulation of needs that
in turn this will result in & division of labour. OCole (24)
gives evidence to support this and concludes that craft
specialigation nowhere advances far except in connextion
with tha growth of towns, There resulted for example with
the decline of the Roman Empire a decay of towns and a
return to local self sufficiency, involving a great sethack
to the principls of division of labour, Return of crafi
specialization was slow, It began as a slow process of
differentiation of labour in the household of the feudal
lord, and in the manorial villages attached to them, Cole
points out that this development was similar to that found
in primitive groups. @raft division was found to begin
with patriarchal eociety and as soon as there developed a
chieftain's household big enough to offer some opportunity
for it. Women would then handle weaving, wherseas men would
uild and undertake metal and woodwork.,

The most important reason for division of labour
is the improved efficiency which stems from it. This is
particularly necessitated by the great increase of individual
needs we find associated with expanding communities. This
is interestingly shown by Ombredane (133) when he compares
the building mathods of a primitive Congoless community to
those of more developed communities. The coastruction of a
hut proceeds along chance techniques. Thers is very iittle
planning and measurement. Though a group of villagers may
team up together, each persons works virtually on his own.
There is no prior measurement of the site. Wood is cut only
aftar a casual inspectio., When various units are Jjoined
there follows much adjusiment, If the adjustments are too
great there may well be a radical change in structure.
Ombredane writes that this casual approach to work is
justified as the demand for huts ig not great, and becausa
insect Tot forces the Congolese to abandon them after u few

Years.
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Clearly then where the pressure to work is not
great, division of labour is rudimentary and the methods
used are casuzal and unplanned. In more developed communities
on the other hand, demands for houses and other necessities
are s0 pressing that ad hoc methods 2re not tolerated.
There develops in consequence through specialiwation of
funotions & high degree of skill and dexterity within a
given individual worker. Such specialization in turn

facilitaves the introduction of increasingly complex methods
of work.

Division of labour is inherent in the dsfinition
5 of a jcb given in a manusl of the U,S. War Manpower
Commission (177). The definition postulates thrse levels
of activities which go to make jobs,

The simplest level is the task, Its identity is
determined by the function it serves and which is readily

seen, A itask could comprise a number of more slemental

SRS A PSRRI L T R

activities, e.g. 8imple movements such as reaching to grab
a bin, lifting it on the shoulders, stc. Bach of these
activitier ocould be subdivided further, They are seen

i
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however for the sake of expedisncy as & whole in the contexd
of a task, Making a cup of tea and serving it is a task.

When enough tasks acocumulate to warrant the

- employment of one person, then a position has been created.

T e i

£ Positions are created generally as the result of administra-
tive decigions. They could result from the nesd to have a
simple task repeated a large numter of times, or else Trom

the need to combing in the work of one person, a number of

AR, T T

oomplex activities whose purpose is not readily detsrmined.

A job is defined as a combination of positions
which appear to be identical in respect of their most
significant tasks.

It is apparent that the unit which is fundamental
both to job analysis and job evaluation is the resuli of

many approximating judgments. When one speaks of a job
one speaks of a universe of possible activities whoss

limits defy clear definition.
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There are a number of roasons for this, The
basis on which labour is divided, or the decision v create
a job is largely unceritain. We pointed out that positions
goms into existence as the resuli of administrative
decisions. There is a great deal of avidence to suggest
that these decisions are gensrally mads in a context of
inadequate information. With particular reference to the
creation of jobs, this means that managers are not quite
certain at the start what demands such jobs will make.

In the Cape, for example, a number of builders are
using on their sites powerful concrete pumps. Thess are
high pressurs pumps which force the oconorste amalgam into a
pipeline for considerable distances, Builders under-
estimated to begin with the complexity involved in the
operation of such pumnps. The task wzs guits simple they
argued. All the operator newds %9 do is 1o move two
lavers and to watck a presewr. dial., In actual fact, the
nsperation of the pump - & be mumch more difficuli.
foneiderable delays we ~orienced in building activities

ag the amalgam would fregueutly block the pipeline. The
tubes in the pipe line would have fo be disconnscted, cleaned
and reassembled. With time, builders gained experience and
were able to tiain operators in a task which they now saw
as requiring geat vigilance and the perception of numerpus
visual, suditoiy and kinaesthetic cues. Cole (46) gives a
gimilar cxample from the history of +he indusirial revolution,
When “he spinning mile was introduced, factory owners wers
greatly dissatisfied in the menner it was operated.  They
had imagined that its operation would be reasonably
straightforward. They learmed oventually that the machine
reguired specific skills and that its operation could not
be learnt summarily by workers skilled in other machines,
lcast of all by children.

Another source of variation in job ocontent was
mentioned by Jagues (84). Every job as be sees it
comprises prescribed and discrationary elements. The
prescribed slements leave the worker no possible cholce.
The menner of doing things is set by precedent or deorecs.
The disorotionary elements on the other hand, depend on the
choice of the pé}son holding the position. He is expected
to use his discretion or judgment 26 h2 proocseds with his work.



Ho overcomes obstacles, considers alternative actions, and
chooses what appears to him the best course to pursue.

Bu* this is determined primarily by the capacity of the
inaividual to tolerate unceritainty. It follows that the
same job could vary considerably in content depernding on
the individual appointed to it. This factor increases in
importance as the discretionary element of the job incrazses
in magnitude.

In additior to these mors domestic and institu~
tional forces which affect the creation of jobs, there are
of course important technological factors to be considersed.
Cole {134) discusses how the development of machinery
destroyed many of the old manual skills, and replaced them
by new crafis based on the operation of the new machines.
Livermash (110) mentions the effect of the diesel engine on
rallways workshops. Its introduction has altered the
comrosition of maintenance work in the railways by expanding
the electrical phase of the work and contracting the
mechanical. Another example refers %o coopers. They no
longer hold the importance they held in the past. They are
largely replaced by the semi-skilled operator engaged in the

mess production of metal and plastic containers.

It can be argued however thal these sources of
variation on job content have a limited effect. The point
we wished to make is that they exist, and that consequently

the job as a unit of measurement lacks precigion and demands

a fair amount of a-priori delineation. Oppenheimer (134)

complained that units of analysis in science, usually turn
out to be much larger and more inclusive than one at first
expects. In job evaluation we take the opposite stand-
point. We endeavour to compass & unit which we know to be
larée and inclusive of a fair amount of uncertainties, in
an effort to achieve results which will be sconomically

acceptable.

5. Methods of job evaluation.

When we examine current methods of job evaluatilon,
we discover something in the nature of iwo by two contin-
gency tables. Methods of jcb evaluation can be divided on

the manner we look at jobs: whether we consider them am a
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whole or break them down into various constituent
characteristics, The old controversy beiwsen the monism
of Parmenides and the pluralism of Heraclitus finds a distant
esho hare. The sscond possibility is to divide the
methods of job evaluation according to the manner we judge
values, i.e. & relative judgment of jobs against each other,
or else judging against a given standard. We see here an
appliocation of the methods of Judgment developed by

Fechner, i.e., the liuliting 'nd tho mean error methods,

We have, by combining these two dichotomies, four
possible methods of job evaluation. These ars tabled
below,

Whether the job
is oonsidered
as a whole

Whether the job is
broken into &
number of
characteristics

Whether the

Job ranking

Factor comparison

comparison is method
relative to units
in the group

Whether the Grade description | Pointes method
eomparison is method '
made against
a standard

TABLE I. METHODS OF JOB EVALUATION.

We shall discuss briefly each mathod in tuwrn.
5.1 The job ranking method.

The general practice is to have persons in charge
of departments in an orgenization, and their supervisors,
arrange the jobs of the department in order of importance.

A speoial committes is then givon ‘the task to coordinate
the rank orders of all deparitments into one for the
organization as a whole. From this rank order a oclassifi-

cation of jobs inio various grades or categories is evolved,

The jcb ranking method is not frequently used.
1t is conveniont beocause of its quick application and the
ready results it yields. It requires on the other hand =
considerable amount of cheoks and verifications to gliminate
disagreements, Jobs which are ranked against each other
give no indication of the soales used by various judges, nor
do they indicate the distanoe between rank orders.
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There are ir addition a number of praciiocal
difficulties, It ig Jrequently net possible to securs
Jjudges who are familiar with all the jobs in a department,
It is oonceivable that as judges are asked to consider the
Job as a whole they fail to keep & consistent point of view,
and s¢ use different bases for their judgment. Moreover
as only job titles are used, these could be misleading
because job content may have changed over time. L»less
the judge ls intimately acquainted with all the jobs,
sgrious errors would result,

Gook (27) points out a further limitaetion of +the
job ranking method. Hs writes that it is almost impossible
to rank faotory jobs with oclerical jobs., The best
procedure he recummends is to restrict oneself to evaluate
jobs which fall within those natural divisions common

ssnge suggests to us.
5.2 The grade description method,

Jobs are classified into a priori categories,
defined by a specially appointed commities. The definition
of categories may be preceded by an analysis of all the jobs
in the organization to determine differentiating

characteristics of categuries or grades.

The fundamental difficulty of this technique is
that each grade must be defined in fairly generai termsj
these terms must retain however sufficient dei«ll that a
job with specifio duties and perhaps unique responsibilitiesn
may be identified by them. We face herc the proble.
frequently encountered in psychology of fitting info a
single dimension a number of component dimensions. The
wage scale is 2 weighted cormound of a number of different
factors, e.g. eoduoation, experience, responsibilities,
each of which can be subdivided furthor. If the terms in
which wage grades ars defined are too generzl, this will
result in an unreliable assignment of jobs.  If the terms
are on the other band very specific, then the grades will

not cover all the jobs being classified,

A praotical difficulty which is often encountered
is that a job may comprise a combination of tasks, each of

which mey fall at one of several levels of the grade

descriptions.
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There are in addition a number of prastical
difficulties. Tt is frequently not possibdble to secure
Judges who are familiar with all the jobs in =z department.
It is conceivable that as judges are asked to cunsider the
jot as a whole they fail o keep 2 consistent point of view,
and so use differsnt bases for their judgment. Moreover
as only job titles are used, these could be misleading
becauss job content may have changed over itime. Unless
the judge is intimately acquainted with all the jobs,
gerious e¢rrors would result.

Cook (27) points out a further limitation .. the
job ranking method, He writes that it is almost imp sible
to rank factory jobs with clerical jebs., The best
procedurs he recommends is o restrict oneself to evaluate
jobs which fall within these natural divisiens common

sense suggests to us.
5.2 The grade description method,

Jobs are classified into a priori categories,
defined by a specially appointed committes. The definition
of categories may be preceded by an analysis of all the jobs
in the organization to determine differentiating

characteristivs of categoriss or grades.

The fundemental difficulty of this technique is
that each grade musi be defined in fairly general terms
these terms must retain however sufficient detail that a
job with specific duties and perhaps unique responsibilities
may be identified by them. We face hero the problem
frequently enccuntered in psycholcgy of fitting into a
single dimension a number of component dimensions. The
wage scale is a weighted compound of a number of different
factors, e.g. education, experience, responsibilities,
sach of which can be subdivided further. If the terms in
which wage grades are defined are too general, this will
result in an unreliable assignment of jobs. If the terms
are on the other hand very specific, then tre grades will

not cover all the jobs being classified.

A practical difficulty which is often encountered
is that a job may comprise a combinasion of tasks, each of

which may fail at one of several levels of the grade

descriptions.
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Notwithstanding these difficulties, the grade
classificalion method presents a number of practical
advantages, After a job evaiuvaiion is completed, the wage
etructure which will evolvse, must comprise a limited number
of grades., Wage adminisirators must strike a balanoce
between a number of grades which will differentiate
adequately betwsen jobs, and a number of grades which will
not make his task of administering wages unduly complicaisd.
Moreover as the system of grade classification supplies a
definition of the essontisl characteristics of grad. y, the
administration of wagos is simplified furthsr. The number

of wire grades is given at *he starity the definition of
each grade supplies a readily seen rationale for the

W—
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detorminaticn of wages. O%is and Leukart (135) explaining

this advantage write "... most firms and workers have soma

rough concertion of the general classification structurs
into which rost jobs fall., Grades socquire a meaning for

pr s

their symbols as to their relative difficulty, job content
and job worth, The grade description method tends to
integrate tkis type of meaning into the job classification
gtructure mors gquickly than the other job evaluation method".

5.3 The points zethod,

The points method of job evaluation postulates
the bxistence of a number of job factors. These are
characteristics of jobs, assumed to be common to mO8T Jjobs
being evaluated, and which can be expressed in the form of
continua, [Each factor continuum is breken into a numbsr
of degrues, and the evaluator assosses for each factor the
particular degree which will apply to a given Jjob. The
responsibilities & man must assume, the hazards in the work

situation, the effort the job demends, are sxamples of

Tactors.

The points method gets its namo from the practice
of assigning points to faclors and dividing these points
betweon degroes according to their assessed imporianc:.

T+ .3 based on the premise that not 211 the factors chouen
are of squal imporiance. Factors must in conssquence be
woighted according %o their assosssi importance. Weighis
are usually allocated srbitrarily on the basis of logical
reasdning and policy formulation. Thay have boan computed
in somu instences statistically, the criterion usod being

the ocurrent wege structuro. This was done for example in
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the American Stesl industry (168) and was repeated by the
National Institute for Persomnesl Research in its study a¥t
Iacor (4).

The points method appesrs to be the ons most
frequently used in the United States (7, 65, 100). It has
featursd prominently in research investigations because the
soores it produoces are readlily subjected tc experimental
designs and to statistical analyses,

The advantage of this method lies mainly in the
fact that it is less subjective than others. As joba zre
evaluatad on the basis of predetermined definitions of
facter degrees; group or individual bias is reduced, and the
reliability of raters can be measured.

The method has howevsr besn subjected to much
oritical examination. The selsction of factors, the
definition of degrees generally involve much a priori
dlineation. The method has alsc been said to suffer from
lack of flexibility (81), because a large variety of job
sharacteristics have to be covered by 2 limited number of
factors ani degrees. If a job has some characteristics
whioh do not fall within the purview of these factors and
their degrees, it will fail to receive dus credit. Ve
ghall disouss further some of these limitations when we

review research done on points systems.,

5,4 The factor comparison method,

Thie method was developed and described by
Benge (10), as a reaction against the problems of the point
aystem., The method uses a restricted number of factors,
tut whenever & judgment is made, it is made in terms of a
gomparison of one job against another, It rests on the
assumption that in job evaluation '"the abgolute values of
any set of factor ratings or job totals are not important.
Only their relative values, or their values relative %o

each other, are basic"(l?]).

The method is based on only five factors so as $0

avoid overlap and double welghting of any factor, These
are usually: skill, the mental and educational requirements,

vhysical requirements, responsibility and working conditions,

RBvaluation proceeds as follows,
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A number of jobs are selscted from within the
organization and are reforred to as key jobs. Bange {10)
states that these ars jobs whose rates of pay are not
subject to controversy. Turner (170) is more realistic
and calls a key job one which appsars to differ cleariy
from other jobs with respeat to each of the job factors.

Key jobe are ranked in respect of each factor and
serve as pointe of reference for the subsequent evaluation
and ranking of the other jobs., The ranking of key Jjobs
and subsequent e¢valuation is done individually by various
members in a commitiee. This is followed by discussions

tc remove any discrepancy or to resolve diffsrences.

The committee sxamines next the wage rate for
each key job, breaks it down to distribute it among factors,
For example, if the job of carpenter is paid R30 a week,
the committee may decide to apportion R10 to skill, R1O to
mental requirements, R5 to responsibilities, R3 physical
effort, R2 to working conditions., This is done individually
by each member of the commitiee for each of the key jobs,
and is followed by discussions %o resolve individual
differences. The job ranking which ‘this appresch yields
i5 then compared to the one initially arrived at, further
discussicns are held and differences between the two rank

orders are arbitrarily resolved.

The advantage of this method, like the points
method, is that it results in a systomatic comparison of
jobs., The method moreover claime that it concerns itself
with the true nature of job evealuation, i.e. the relative
vaiue of jobs and does not pretand to any sophistication and

accurate measurement,

a

The mothod on the other hand has been attacked
precisely because of its undue lack of sophistication.
Benge (10) for example, eriticizos the points system for not
including unusual job characteristics, tut as he uses only
five factors one gains the impression thet he rgads the
meaning of these amgual factors into the factors he uses
in his system, Furthermore ono of tho essential foatures
of %he factor comparison method, is that the wage rates for
key jobs are assumed to be correct. All othor rates are in
consequence determined by reference 1o thet. This may
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introduce a strong blasing factor at the early stages of
evaluation, VWhatever errors may exist in these rates are
incosporated in the system of judgment. Essentially the
sgme error is made in the points system when weights are
computed stabistically on the basis of the current wage
structure.

5.5 The time~span of discretion.

The measurement of the time~span of discretion wae
developed oy Elliott Jagues, of the Tavistock Institute of
Human Relations in Jondon. The method has been described in
two of his books "The Measurement of Responsibility" (84) and
"Equitable Payment ¥ (85). It has been developed to the stege
where it can be used by others and critically assessed. With
the exception of two publications of Hill (70, 71), the method
has not been discussed in current publications. It is
nevertheless, the only original contribution made in the field
of job evaluation. since Beuge developed in 1941, the factor
comparigen method.

The method of measuring the time-span of discretion
grew as a reaction agaiust standard practices of job evaluation,
more particularly against the numerous facters which ars
currently used. Jagues (84) feels that factors used in job
evalunation suffer much from a priori delijteation. Fundamental
dissimilarities are ignored in an attempt to abstract
dimensions which are applicable to a variety of jobs. He
discusses, as an example, a dimension frequently found in job
evaluation systems, i.e. training. It is measured as the
length of time required to train a worker for any given job.
This dimension appears at first sight easy to use. Itg
inadequavy becomes however apparent when ve are asked to
compare values obtained from different jobs. How are we %o

compare, for example, a five year apprenticeship course, a

four year university course, an¢ ten years of informal training

viewed as experience iu a giver job. Jagues feels that

similar reservations could be raised against most of the

factors used in job evaluaticn. These factors do not apply

in the same manner to different jobs. Some factors may

apply to some jobs but not to others. Factors which appear

to apply te all jobs, are scell on closer examination not tc

: ; PO
have the same relevance or meaning in one set of jobs as they

would have in another.




Jaques sei to find a dimension which would suffer
least from ambiguity, and which would be equally applicable
to senior as well as to junior dimensions. In his search
for this dimension, he was struck by & familiar occurrsnce.
Earnings in most orgenizations are expressed in terms of
different periods of time. The salaiies of higher level
Jjobs are expressed in longer time periods than that of
subordinate jobs. Barnings are expressed in hourly,
weekly, monthly zud yearly rates of pay. Another relevant
fact is that the longer the period in terms of which 2
personts salary is expressed, the longer the period of
notice he must give when he resigns. This in turn suggested
that the more senior the position the longer it tskes an
vrgenization to get a new member settled into it. Jaques
felt that there must exist a measurable rslationship between
size of responsibility and the time taken to sssume and

eyecuie it.

Jaques spent & number of yeara following this
idea, His inves*igations coversd variocus occupational
levals and took him into various industries., He convinced
himself +that responsibility is measuravle and that the
measurs produced reflects the worth of jobs both from the
point of view of the workers and that of management. The
method of measurement which he has developed resis howsver
on an exthensive body of theoretical speculation most of
which remains untested. Method and theory are extensively
coverad in "Bquiteble Payment" {85).

Jagues starts by examining various current
dafinitions of work. He finds that they are all much too
vague, possibly because of the absence of any common gocial
frame of reference within whisch the whole issue of the
value of work may be considered, None of the definitions
satisfy him because they fail fo take into acovunt the
psrohologlcel nature of work, He examines the field of
worlk in its entirety and spesifies that he will concern

himaself with employment work,

Employment work begins when the directors of an
enterprise purchase labour services in order to get work
done in purr.i% of its objectives. As the Board cannot

control large :umbers directly, it aproints a single person
He ostablishes subordinate ‘o him,

ag chisf cxecutive,
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and on bshalf of the Board, a hierarchy of positions for
which his subordinates and himself chooss candidates to
exeuute the Board's dirgotives, Therein lies the
hierarchical structurs which is fundamenial to the soncept
of the tims~span of discretion.

Respongibility is examined next. Jagues foels
that the mannsr in which it i3 used is far too ambiguous to
have mach meaning. Ho argues that responsibility for work
ultimataly rasts with the Board and its appointed exccutive,
and that employses shars in this respensibility only to the
extent that their own individual work contribuies to_the
general outooms of group activity set by the Board. "By

reeponsibilities, I wish to refer thorefore simply fo the
partioular activities to be carried out in the job, with

the resulis to be achisved stated in conorete terms of the
specific things to be done" (85), If one then wishes to
know what the responsibilities of an individual are, one
gimply asks him what he is supposed o be doing. This
should cover both the specifin aotivities he is engaged upon
and the decisions he is authoripoed to make.

Work is defined as "ths oxercise of discrsiion
within prescribed limits in order to reach & goal ox
objeotive, Employment work is dofined as "the exercise
of discretion in discharging a contract to carry oui tesks
set by an employsr within prescribed 1imits and policies
which he fixes. It is the type of work for which salariss
or wages are paid, and whioch conatitutes the subject of

individual payment differentials",

Those definitions are consistent with ccmmon usage
because they include the notion of activity or effort
directed towards a goal or objective. They distinguish
however between what Jagues considers %o be the two major

components of the activity:

a, +the discretionary content, which includes all
aspects of discretion, choioco or judgment which

the person doing the job is oxpacted to exercisej

b. +the prescribed content, comprising the rules,
regulations, progedures and policies, the custom and
practice, and all physical limits of plant,
machinery, and equipment. These factors have a

combined effect in limiting the discretion which may

e exorcised.
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These definitions of work siress the hierarchical
struoture of organizations, They imply thas the allocation
of work, and the presoriptions within which it is tc be
oarried out, are the prerogatives of managers. Tha

B
i

distinetion made between discretionary and presceribed
content is however crucial to the concept of time~span of
discretion, We shall slaborate on this distinction.

When a manager sels & responsibility in prescribed
terms, this means that it is done in such a marmer that hin
mbordinate will be in no doubt whatever when a task has
been oompleied and completed as instructed. T 4 result
which muat be achieved is established in an objective manner
Ysuch that anyone would know when the work has been done as
required", The prescribed content of responsibility exisis

thsrefore in external reality. It can be examined

independently by a2 number of observers. Jaques writes 'in
order for an aspect of work to be prescribed,there must be
an externally defined and observed control, such,that
departure from regulations is immediatsly apparent without
the exercise of judgment" (85).

If, on the other hand, the external control, which
eliminates ohoice from any particular aspect of an instruo-
tion carmot be objectively identified, we must expect that
the subordinate will have to use his own discretion in
deciding when he has pursued particular activities to the
point where the result is likely to saiisfy the requirements
’ of his manager. Jaques takes pains to stress this
1 distinction and repeats a number of times the faot that
discretionary controls are exercised from within, and that
there are no external standards, He lists a number of
words qualifying discretion. Discretion has tc do with
thought, judgment, sense, feel, discrimination, comparing,

wondering, foreseeing "and other contents of mental work

both consocious and unconscious". They all point to the

i

subjective nature of discretion,

Failure to sonform to the prescribed content of
work constitutes negligunce. The person ignores tha
fosdback of information from outside himself which allicws
him to know uneguivocally whether or not he has done what
he was supposed to do. Failure to conform to the
discretionary element is on the other hand quite different




as there is no external feedback asscciated with the
activities of work, The person doing the job can never be
sure how wsll he has done until his work has been reviswed
by his manager. Many of the deecper lying anxieties are
mobilized by this uncertainiy (86). Effort in work is %o
Yo found primarily in the anxieties engeondered by these

uncertainties. "The lonzer the period of time that dis-
crotion had to bo exercised in a role without the results
of that discrotion coming to *he attention of the immediate
manager, thon the greateor was tho psycholegical offort
required for the work".

Jaques states that his social analytical siudies
have revealed that it is this exercise of discrstion which

is mainly cennected to the sensation of the amount of
responsibility in a job. "We appear to derive our sensation
of level of work or responsibility from the discretion wa .
are called upon to exercise and not from regulated or
prescribed actions which have been set and which we have
learned and can carry out automatically® (85). This is in
essence the norm intuitively known by individuals and

shared in the working population of what constitutes fair
pavment for work. Payment which ie consistent with this

norm is accompanied by a sensc of relative fairness of
treatment. Deviations frem the norms on the other hand
produce ‘'charamteristic symptomg of disoquilibrium in the
ipndividual®, i.c. & sonsa of dissatisfaction strongly held
griovances. If doviations arc wide-spread and affeoct

gocially connoected groups of individuals, they will oxpress

themsolves in social instability.

Jaques rocognizes however that just as ftherce arg
difforences betwoon jobs in the levols of payment regarded
as fair, so there arc differencos betwoon individuals in
thoir capacity to sarry responsibility. There is moreover
an optimum level and rate of consumption for each person
mip the sonse that consumption at that level and rato is
congistent with dynamic psychological oquilibrium, and
consumption above and below that lovol and ratae loads to
increasing psychological disequilibrium". He postulatos
furthor that thorc is a diroct corrospondence botwoen gach
porson's level of capacity for discriminating expenditure
and his lovel of capacity in work. Porfect equilibrium in

the sense that o porson is satisfied with his remuneration
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is the consequence oY three factors directly related to sach
other: the capacity of the person to assume responsibilities,
his capacity of discriminating expenditure, and the time-
span of discretion. If the wage paid is in rslation to the
discretion the person musgt exercise, and is in aotuel fact
capable of exercising, then his salary should suffice his
consumption potential,

Jagues admits however that it is only under
conditions of sconomic abundance that the equitable sosiety

comes into its own. "Under these conditions there is
opportunity for work and a career for each one of us at a
levol consistent with the growth of our capacity, and an
abundant income and rate and intensity of expenditure”.

In present day scciety however the socially and emotionally

f. disruptive effects both of poverty and overabundancs are
i present. One finds a conflict between two mets of forces
4 which govern the actual distribution of payments.  There
3

are on the one hand impulses of equity which cause members
of that society to seek to establish a differential
distribution which corresponds to the equitable distribution

of salaries according to discretion exercised in the job.
There are on the other hand, destructive impulses which
cause members of that society to seek personal gain at the
expense of others, by means of power bargaining and regard-—
less of squity.

It is essential that these destructive impulses
be ohecked by clear formulation of policies which will
incorporate his principles of equitable payment. Jaquas
proposes as a first step the payment of work in terms of
the time-span of discretion, i.0s "the maximum periocd of
time during which the use of discretion is authoriged and

expected without review of that disoretion by a superior".

Over the past five years Jaques has come %o accept
the Pact that mechanisms of review are rarely direct. In
1956, Jaques stated in his nMeasuremont of Responsibility"
that the measurement of the maximum time-span of discretion
involved "the discovery of mechanisms of review". Five years
later, with the publication of Y“Equitable Payment" he

accepts that these mechanisms are largely indirect.
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"We note therefore tha* our measure of how long a2 job
requires its incumbent to exercise discreition without
managerial review will have to be in negative rather than
positive terms" (85). Because the mechanisms of review
are indirect, it is importans to formulats the concept of
"marginal sub-gtandard" discretion. (Gross errors of
judgments made by a person using his discretion are clearly
not important. These errors would be spotted by many
people and brought immediately to the notice of the manager.

Marginal sub-standard discretion is defined “as
discretion which produces results which are just outside
the limits of the standard set ... Its effects are
cumilative. I+ occurs in one of two ways. The person
produces work of better quality than is expected of him,
takes longer, and so runs behind schedule, possibly showing
down the work of others. The person on the other hand mey
work a bit too poorly and so produce work of sub-siandard
quality. '

Jaques admits that marginally suo-standard dis-
cretion is not rsadily observed. The limits of quality of
work and time in which it is to be done are hardly ever
sxplicitly known and available. In order to determine
these limits, he relies solely on interviews with managers
and uses a technique of successive approximations, Very
gimilar to the limiting method of Fechner. We are further
told "that in ascertaining what constitutes marginally sub-
standard work, the greatest difficulty lies not in the
discovery of the margins, but in getting a clear and com-
prehensive account of the work instructions issued by the
manager, and of the discretion which has t¢ be exercised

in following these instructions",

To measure the maximum time-span of disoretion,
Jaques obtains from the manager in charge of the role

information on the following factss

a. +the tasks he allocates to the role;
b, their prescribed and discretionary contents
0. ‘the revicw points at which marginally sub-

standard discretion will declare itself,
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Information is obtained purely by interviewing the person
in charge of the role and by leading him to setimate Limits
of time and quality. We have stressed this point because
Jagues repeatedly mentions that his method of measurement

is objective, whereas it has stirong subjeciive undertones.

Jaques distinguishes between single and multiple
taskes roles  he proceeds in each cage differently.

Por single task roles For multiple tasks roles

He plots the sequence of He plois the mequence of ex-

tagks as streight lines tended tasks allocated simul-

in such a menner as 1o tane.~ely 1o the same indivi-

shows dual and showss

a, the time of begimnning a. ‘the beginning of each
the tasks tasky

b, the time of arrival at b. the completion time vhich
a point where marginally is marginally sub- | o
sub~standard quality standard with reapect to
will firet declars its targeted compleiion-
itself in each ftask. time. :

By inspecting the various charts, he determines
the longest time lapes between two congecutive review
pointg. This is the waximum time~span of discretion which

he squates to job worth.

PThe contributicn which Jagues bas made o job
eva;uaﬁion cannot be seen yet in its correct perspective
because of lack of experimental data. He has produced a
series of hypotheses which &rv woell worth testing.

The contention that all groups of workers measure
the worth of jobs in terms of the span of discretion remains
to he proved., This contention is based on the fact that
Jaques found his method to be applicable at ali levels of
work. One wonders whether this ig wafficient justification
for assuming that all groups of workers attach the sanmc
importance to the discretionary content of work. Would
it not be more valid to say that diuoretionary work is felt
4o be more important ounly where it occure in significant
quantities? The consequsncsd of this assumption would e
that different standerds of value are used by labouring and

manusl workers than would be used by exccutvives or clexrical

WOTKeIS «
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Evidence for this assumption may be found in the
difficulties Jaques sxperienceC when he applied the
principle of discretionsry work tc manusl or repetitive
workers., When he wrote "Measurement of Responsibility"
he thought that disoretion showed itself in mannal work
through the pace of work. He gave tne example of the
mechine minder who was operating ievers a trifle slower
than he should. The foreman would notice this sub-targinal
Pace of work four hours after the shift had started. Work
would Tty then have accumilated near his work place to make
this noticeable. When he wrote "Equitable Payment”, he
ignored altogether ths instance of the repetitive worker,
ox the fact that manual workers may use their discretion in
the pace of work they adopt. He discusses the cazme of a
turner who produced below standard quality work and who
would be found out three days later when the pieces he had
tuined reached a grinding machine,.

This example is far from convincing., It leaves
a number of questions rnanswered., Does the turner rsally
experience anxiety becauss his work tskes three days to
rezch the grinding machine? Jaques states that wany of the
devper lying anxieties are mobiligzed by the uncertainty
wnish follows tha exeroise of discretion (86). Are there
no thresholds operative hers? Must not this uncertainty be
of sufficient magnitude before it mobilizes the deepur
lying anxieties? Does it in turn mean that the psreon who
has fewer anxietier and tolerates uncertainiy best should
Pasl less mental effort and bhe paid less money?

Another question which is .ot answered is whether
8 turner who works in a shorter production process will
accept to be paid less than a turaer who has served
identically the same period of apprenticeship, operates
possibly an identical machine, but works in prodr-- ‘ion
pracess with less frequent revisws of work? Jaques may
woll olaim that in terms of unconsoious feelings this
difference of payment i# justified. We wonder however
whether the argument will be favourably raceived by

hardened artisans.
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Yot a third quaestion which research should
answe:i 1s whether the estimates of time~span of discretion
for one occupstional group are comparable ito those made for
another., The importance of thig question is best viewed
when we remember that it forms the basis of Jaquaes' attack
against traditional Job evaluation., There are good reasons
to doubt that the measure of the maximum time span of
discretion is pousibly just as ambiguous as an estimate of
the length of training required in a job. When & manager,
for example, estimates the completlion period of tacks he
has allocated to a multiple task role - and we must remember
that some of those tasks take up to two yesrs tuv complete ~
he averages a number of indefinite impressions. He tskes
into acoount the potential of the individuzl in the role,
the completion date of similar tasks whioch he had allocated
in the past, the likelihood of unforemsen delays, difficul-
ties he antiocipates will be encountered, and so on. The
estimate will vary in reliability as he moves from task to
task. Moohanisms of indirect review will differ moreover
as one goss fron one orgenization to another or even from
one department 4o another in the same organization. The
concept of marginally sub-standard work is related to the
poncept of menagerial efficiency. How are we to measure,
for example, marginally sub-standard performance in &
mansger because he fails to perceive marginel sub-gtandard
work in subordinates. As review mechsnlsms can only be
defined in negative terms, we must assume that these terms
will booome increasingly nega.ive as the naiure of work and

its scope bacome harder to defins.

Any attempt to test the theory which Jaques has
arawn will have to take into account a number of limitations.
Some of the assumptions of Jaques cannot be tested until we
£ind & society which combines economio abundance with strict
control of ite so-called destructive impulses. ‘*any of the
arguments whioh Jagques presenty assume prior acceptance of
the unconscious and the important role it plays in rationsal
Techniques would have to be developed which will
Finally, we must not loss sight of

behaviour.

deeply probe behsviour.
the fact that the presoribed content of work is never altc-

gether devoild of the diseretionary., When activities or

\ . o
their consequences 2re desorited in words, a discrulionary

olement enters both in th- form lation of precepts and theixr

interpretation.
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Notwithstanding the warious limitations we have
seen in Jaques' method we must acoept it am a significant
advance on current systems of job evaluation., His concept
of Adisoretionary content of work is an important one to huve
in the analysis of jobs, particularly those of an executive
nature, The dimension whioh Jagues has evolved has a
psychologiocal flavour rarely found in any of the ourrent
sysiems of job evaluation., Pinally, we must remember that
Jaques has presented his views in the guise of & theory
which invites soientific investigation.

6., Resesrch in job evalunation.

The brief review of Jjob evaluation methods which
we have just oompleted reveals that no method can olaim
soientifioc accuracy or perfection., Fach method offers a
number of practical advantages but these are limited by
the shortoomings inherent in each method. The job ranking
method does not indiocate what distanoces are operative
between rank orders snd faile to ensure that the scales used
by various judges are in fact the same., The grade descrip-
tion method tries to come direotly to the final answer which
the wage administrator wants, but combines in one scale a
number of component scales, each capable of further sub~
division, The method is based on a priori decisions as
0 how the various component scales will be combined and
woighted. MoNemar's warning is worth noting at this
junoture. He stressed that unidimensionality is fundamental
to messurement, for 'measurement implies that one
characterstio 8t & time 38 being quantified" (155). If
two variables are involved in the one postulated continuum,
then two individuals oould arrive at the same numerical
soore by two quite different routes. The reliabiliiy of
the measure is affected. McNemar's warning with regard to
attitudes applies equally well to the method of grade

classification.

The points method, in spite of its popularity,
does not solve the problem of finding reliable and adesguate
dimensions. The factors which are commonly used are each
oapable to be divided further. They are not inclusive of
all possible job characteristics, and present the problem
of determining a basis on which they are to be weighted and

combined, The solution is generally an ad hoo one
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determined by group disoussion, The factor comparison
method faces squarely to present limitations in job
evaluation and ¢ffers a method of judgment as arbitrary as
the others. The few factors it uses ave slastioc enough to
include umisual characteristics, and so must remain suspsct,
The imporitance which is attached to the wages of key Jjobs
means that to some extsnt the status quo in wages is
enforced. Differsnces in opinions by Eudges are ironed
out in commititees with all the bias this may cause.

The time~span of discretion is a novel concept in
job svaluation, We are indebied to Jagques for his pene-
trating analysis of the work situation and the fresh
insight he gives us into the nature of mental work., Of
merit too is the concept of determining the value of work
on the basis of one dimension. But Jagues does not appear
10 have succesded where others have failed. 0One suspects
him often of too ready a generalization. His definition of
work, the concept of responsibility, the method itself are
all strongly bound to the concept of hierarchical
vrganizations. Much depends on the nature of ths pariioular
orgenigation in which the job evaluation study is ocarried
out. The discretionary contsent of work will no doubt
inorease with the relative inexperience of managers, their
lack of familiarity witi new work sivustions, and their
mobility to formulate the external frame of refersnoe which
is Pundamental to prescribed work.

Job evaluation has been ocondemned from time to
4ime with varying virulence. Trade Unions, for example,
are quick to point out that as it ig hased upon human
judgments of a limited number of faotors "human error is as
likely to reveal itself under the rules of job evaluation
plans as readily as in any other area of labour relations"
(79). Xnight goes much further in his criticism and writes
that "Job evaluation as conducted in the vast majority of
cases today is a pious fraud. T+as claims to scientific
standing are false" (95). lutz, after examining various
points and factor comparison systems concludes that "pay

differentials, like job worth can never by measursd by
these-methods

astablished scientific quantitative meotheuss
should assume the exercise of considered and informed

judgments® (112).
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In spite of this criticism and the obvious flawe in
Job evaluation methods, there is a remarkable dearth of reseasrch.
Of the twelve textbooks puvlished so far (17, 54, 81, 61, 101,
113, 129, 135, 137, 138, 1€, 167) only three (81, 135, 165)
refer to research work, au? this is generally done in the
briefest of manners. Mosl of the books concern themselves
primarily with the classical :'ethods of job evaluation, and
discuss extensively the problewms encountersd when the results
of job evaluation are applied to an orgsnization. An exhaus-
tive bibliography (34) published by United States Department of
Labour in 1947, quotes 291 references of which only four are

related to active research. This dearth of research muy
perhaps be due to two factors. The field does not lend
itgelf readily to experimental design. The complexity of the
concept of the job discussed in *‘%is chapter, is well worth
remembering. The problems in the administration of wages are
in most cases urgent and require ad hoc measures such as job
evaluation, which is considersbly more systematins than the
chance approach usually followed.

Current references on research on job evaluabiion
since 1947, and which are availatle to us in South Africa, can
be conveniently divided into two categories:

1. Resesrch demling with specific practical problems;

2. Research dealing with the dimensions of job

evaluation and their measurement.

6.). Research denling with specific practical problems.
6.1.1 Surveys.

Two surveys of job evaiuation practices in the
liaiied States have been published. Baker and True (7) tound
in 1047 that most of the evaluation plans which failed did so
because of inadequate administrative controls. History
repeats itself. We noted that Jones (91) reported that the

. United States Congress failed to implement its new wage
policien because it had neglected to provide any administrative
controls, Lanham (100) found in 1953, that of 17 companies
which he had surveyed, 16 had found job evaluation tc be worth-

while and would continue to operate it.




{
:
|
¢
i
;

52

6.1.2 The development of new techniquzs.

Publications deal sssentially with waristions of the
four classical methods of job evaluation. They aim generally
at speeding up the process of evaluation, bui do not report on
the effect thase variations have had on the reliability of

raters.

Brash (16) suggests that job evaluation can be
broken down into a number of standard judgments each applicable

to recurrent elements in work. These elements would either

be constant or variable. Variable elements could be classified

e i o AR A
-

jnto a number of different categories. Tsbles would then be
drawn of definite values for all elements. This would resull
in a country~wide stabilization of work elements and of their
evaluation, and would materially speed up the process of job
evaluation. The idea was proposed in 1945, but does not seem
to have met with sny measure of success primarily because of
the failure to discover a sufficieantly large number of job

elements, and to agree on the values to be attached to them.

Eitington (44) recommerds that employses prepare
their own job descriptions as a means of reducing the costs
of iob evaiuation. The method is certainly cheaper, tut we
are not shown how adequate these descriptions are snd the

effect this has on job evaluation.

Miles (126) finds that an abbreviated check iist for
office jobs which he has prepared is just as effective as more
detailed job descriptions, when office jobs are eveluated by
means of the factor comparison method. Bellows and Estep (9)

fiud similarly that a chuck 1ist wiil give them similar results

to those obtained from mo¥x detailed job evaluation. They

report a correlation of 74 betuwoen the check list scores with

the total evaluated points for fhe jobe.

Hay (66) claims hat the judgments expressed in

factor comparison behave in scosrdance with Weber's 1law, in
zion of job difficulty

that arithmetic intervale in the evalua

are notched by logarithmetic jncrements in salary. Turger (r72)

ing the % method {a variation of

cautions Hay against modify
aars that Hey has cot

the factor somparison mothod) as it app
understond the gathematical basis involved.
te precise psychophysical

Turpar moreover

warns that Weber's law applicable

stimuli cannot te suomarily appiied io job syaiuatios by claime
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ing that differences in the wags scale are stimuli differences
and that the evaluation of job difficulty is the score for the
perception of these differencés. Hay (64, 67, 68) suggests s
number of techniques which will abbreviate ihe factor compari-
son method and give essentially the seme results.

The references we have quoted so far have as their
msin theme the simplification of curreni methods of jou
evaluation. The authors claim in each case that they come
out with essentially similar zesulis as would have been
obtained with the more detalled method., Supporting evidence
is given in only a few of the publicationi. In some cases,
fundamental erroys are made, as shown in Turner's stricture
of Hay (172). Authors we have reviewed in this ssction
accept the premise that in the end result complex judgments
in job evaluation are essentially the same whether complex or
simplified techniques are used.

6.1.3 The call for caution,

Not everyone agrees however with the contention thet
abbreviated and shorter techniques of job svaluation are
equally effective., FEdwards (43" suggests an involved 12
steps plan which should form the basis of job svaluation.
Gelmour (54) lists 13 separate steps for his points method of
job eveluation, each step being in the nature of a separale
investigation.,

Rush and Bellows (154) found that a tailor-made
system of job evaluation which they had developed for a small
busineas was highly reliable (reliabilities were +89 and .95),
but that it 4id not correlate significantly with the cligck
1ist Miles (126) nad recommended.

Gray (59) argues that if key jobs carry a proper
wage ra-s, as is positulated in factor comparison systems, then
there is sn adequate manner of validating the evaluation scores.
This would be to compute the statistical significance of tha
differences between the valuation of key jobs and theix wages.
This may be done however only when key jobs are svaluated by
factora which truly differentiate brtween theri. %o use then
a ready-made or an abbreviated system of job evaiust.on will
not do. In & later study, Gray snd Jones (60) compared tha
effect on a group of jous of a tailor-made system us against a
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ready-made system of job evaluation. They found the two
different evaluations to correlated by 90, #.018; but they also
found that ocut of 50 jobs which had been evaluated only 3 jobs
received exactly the same evaluativn by both systems. They
used the tailor-made system as the criterion, and fournd 19% of
the jobs misevaluated by the ready-made system, i.e. by half a
standard differende or more. They concludad "this difference,
when translated to pay differences is significant to the extent
that although a tailor-made system requires more effort, the
improvement in accuracy would seem to justify it". What is
surprising is that such differences should accur even though
both systems correlated very highly. 1In another study,
Langstroth (99) points cut to the importance of using tailor-
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made scales when evaluating managerial jobs.

The conclusion these authors would arrive «t is that
job evaluation should be carried on as extensive and systematic
a basis as possible., Their recommendation is in conflict with
those who would seek;tc use abbtreviated methods of job
evalustion. Rush and Bellows find that the check list which
Miles recommends is no substitute for a tailor-made system of
evaluation. Gray and Jones make the significant discovery
that even though two systems of evaluation correlate very
highly, their effoct oa the final wage is rarkedly different.

6.2 Research dealing with dimensions.

The largest body of available literature seems to
fall in this category. Research dealing with dimensions in
job evaluation generally concerns itself with three separate

problems:
a. is it necesenry io “1se many dimensions or will a few
do as well?
b. how do raters behave when evalunting jobs?

¢. how tre the various factors to be weighted to produce

the final value or score for a given job?

6.2.1 Many factors or few?

; - The question as to wiether gimplified scales are as
effective as the more involved scales iz snother way of asking
whether evaluation should be carried out in an extensive or an

athreviated manner. The question is however neked here at =z
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more specific lewel.  Rather than desl with methods as a whole,
and exmuine the resultant wage classifieation of jobs, we
concers ourselves aimply with the dimensions on whick judgments
are to be made. The guestion was first put by Viteles {(176)
in 1941. He noted that the general tendenecy in job evaluation
had been to favour many rather than few factors, "in direct
violation of the law of parsimony which should find a place in
this as it does in other fields of analysis", Viteles' article
was followed by a number of factor smalytical situdies which
purported to prove that few factors were as effective as many.
In order to meintain continuity we shall disenss a few research
studies, relating to this problem and based on factor analysis
which appeared before 1947.

The first attempt to use factor analysis in job
eveluation was made by Lewshe and Satter (107) in 194%. The
job evaluation data from three separate factories was subjected
to £ Thurstone centroid factor amalysis. There is no
indication of the manner in which jobs were anslyzed and
evaluated, besides saying that the N.E.M.A. system was used.
This is & points system dewsloped by the National Electrical
Menufacturers Association. The system is based on four

factors broken into eleven itenms. These avre:

1, Skil

| il
g e

1 Education
Experience
Initiative and Ingenuity.

|
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n

!

]
»
At

!

2 Effo

A
e

Physical demand
Mental or Visual demand.

|

n
-
118 ]

|

3, Resnonsibility:
3.1 For equipment or process

For material or product

-
22

N
(e

For safety of others

Frsin

3,4  For work of othere.

4, Job Conditions:

4,1 Working Conditions
.2 Unavoidable hazards.
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Factor IIA which is found in factory A is called
"job characteristics" becsuse it represents "aspects of the

job itself which the employee must contend with and for which
he should receive compensation'l.

Factor IIB found in factories B and C is called
Job characteristics - Non-hazardous since "it apparently
represents the non-hazardrus sspects present in Factor IIA",

Factor I1I present only in factory C, represenis the
other portion of Factor IIA “which is not included in
Factor IIBY,

Factor IV which has been named "attention demands®,
is present only in factory C.

After explaining that the differences in factor
headings are due to special characteristics in each of the
three Ffactories, lawshe and Satter concliude that two factors
Hski1l demands snd job characteristics" are as effective as the
eleven factors initially used. They suggest, without proving
the point, that a classification based upon these two factors

SIS VNI N
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would closely resemble a classification tnsed upon eleven
factors.

It i erprising to note that with one exception (135)
fundamental weaknesses in this study have gone unchallenged,
and that the pattern of investigation which this study had set,
was copied by others (76, 150) with essentially the same resulte,
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Lawshe and Satter in explaining their factors revert
in essence to the old "man vs. environment" dichotomy. The
gkill demends factor is meant to imply those personal characteris-
ties a men brings to his job, whereas the job characteristics
refer to the environmentsl features a man has to put up with
and for which he should be compensated.

Lawshe and Satter fail however to reconcile the
abbreviated model which the factor analysis has produced, with
the logical model of four factors and eleven items which they
had used for their job evaluation. The discrepancy between
the two models becomes even more mavked when we examine tue

relative position of some of the items.
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Item 3.3, Responsibility for the safety of others is
coneidered as a job characteristic, i.e. an aspect of the job
which the employee must contend with in the case of Factory A.
In Factory B, this same item is lumped with the other items of
responsibility as a skill demand, i.e. the requirement which
the job imposes on the individual.

The factor of effort in the logical model of the
N.E.M.A. job evaluation system means unequivecally this.
Effort is seen ms an exertion, and the willingnesz .o make the
necessary effort. The logical model postulates mor.over that
there are two types of effort. Physical effort which is
essentially muscular, and mental effort which would cover such
concepts as aye strain, concentration, etc,... In the factor
analytical model effort splits up. Fhysical effort becomes
an external charasteristic, something the man has to put up
withy whereas mental effort remains internal. In factories
A a2nd B it is seen as a skill demand, and in factory C, it
regains some of its original comnotion of effort exercised
when it is referred to as attention demands.

The first factor in the factor analytical model, i.a.
ki1l demands, which accounts for most of the variance is
itself quite variable., It carries for all three factories
the original three skill items, i,e. education, exXperience,
initiative and ingenuity, and a responsibility item, i.e.
responsibility for the work of others. But the similarity
stops at this point. For factory C it carries no other items
Yor Factory B it carries all the other responsibility items,
the mental effort item, and the item of unavoidable hazards
(which common sense tells is the most characteristic of the
environmental features a man has to put up with and for which
he should be compensated); for factory A it includes mental
effort and most of the responsibility items. To say then that
this is the same factor, and to try to define it as Wgkill

demands" is not altogether correct.

These dissimilarities become clear when we consider
the essential characteristics of the three factories.
Factory A comprises a number of different plants menufacturing
sircraft engines. The jobs include a high proportion of
machine operations requining varying degrees of skill.
Factory B manufactures airframes. The proportion of machine
- operations is small, whereas the proporiion of riveting,
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asgemblying and other semi-skilled hand operations is large.
Factory C menufactures smell caliber ammunition. A large
proportion of the jobs comprise machine minding and visual
inspection. This would explain the occurrence of the fourth
factor in the factor analytical model. In this factory,
“failure to attend to machine adequately will result in
material damage and material damage can scarecly be affected
in any other way'.

lawshe and Satter failed to prove convincingly that
Uthere is considerable agreement from plant to plant in so far
as the presence of factors is concerned"”, What they have
found, and what others have found (76, 150), is that the
spplication of factor analysis to Job ratings generally yields
a first factor which accounts for most of the variance.
But this factor differs from situation to situation. These
differences are even more marked if different systems of job
evaluation are used (76, 150).

Lawshe and Satter have on the other hand stumbled on
a finding which to them did not appear as$ very important.
The special characteristics of the jobs in 2 faeltory tend to
influence markedly the relation between factor ratings.
Table B becomes much more meaningful if one bears in mind the
special characteristics of the three factories. If different
judges evaluated the jobs in each of the three factories, then
one notes that in spite of the fact that the same method of
job evaluation was used, a different grouping of the items
occurs. This is possibly due to the influence certain groups
of jobs have on the judgment of evaluators. is effect of
the environment or the universe of jobs on the process of
evaluation should have been studied further, as it is quite
apparent that different factors emexge in different situations.

Subsequent research appears to have ignored completely
this observation. In further publications Lawshe and
others (102, 103, 105, 106) examined the effect abbreviated
scales would have on the classification of jobs. They found,
&8 Gray and Jones (60) had found, that though the results of
the two scales correlated highly, a large number of jobs would
be displaced by cne wage grade or more. "If the three items

abbreviated scal- were employed in plant A, 62% of the jobs
 same labour grade, 37.2% would be displaced

would remain in
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one labour grade, and 0.8% would be displaced two labour
grades" (102). In a similar study carried out by Oliver and
winn (132}, it was found that 28% of the jobs would be

displaced by one grade if an abbreviated scale were used.

The specific effect occupations have on the factors
which emerge was further shown by Lawshe and others (104) in a
study carried out in 1948. They intercorrelated the ratings of
20 analysts on 40 jobs using the N.E.M,A. system snd an
abbreviited system Lawshe had developed. A factor analysis
was carried out and now five instead of two factors emerged:
gii1l demands (genersl) supervisory demands, job characteristics
(hazardous) job characteristics (non-hazardous) and job
responsibility.

The contention t.at abbreviated scales are as
effective us more involved scales is not substantiated by the
research we have reviewed., To begin with each particular
study provides its own particular combination of factors.

FEven if we were to accept the desirability of abbreviated
scales, there is no way of knowing in advance which combination
of factors would be used until a complete job evaluation is
undertaken using the longer scale. The results of the factor
analysis would moreover be influenced by the particular
universe of jobs which were evaluated. Secondly, the
definition of the new factors becomes increasingly complex.
This is only to be expected when we try to force into one
dimension, a number of different and quite complex dimensions.
Thirdly, as Kershner (92) pointed out “job eveluation systems
are judged upon pragmatic considerations, and if the
elimination of given catsgories will result in unhappiness

for even small numbers of employees, there is little

resson to believe such evaluation categories would be dropped".
In viev of the feeling of some trade unions (79) that job
evaluaiion errs because it considers too few factors, there

is doubt that the number of factors will be reduced even
furthe: beceuse statistics appear to say so.

6.24\2 Rating behﬂﬁour-

In more recent times, the attention of research
workers seems to have gone away from the development r¥
abbreviated scales to a study of the behaviour of raters who
use current methods of job evaluation. They have mainly con-

cerned themselves with studies of reliability, ani with factors

which affsct rating behaviour.
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Chesler (21) and Cohen (23) have studied separately
job evaluation procedures to meusure the relisbdility of raters.
Chesler found reliability coefficients ranging from .99 to .93,
His study included clerical, adwinistrative and supervisory
jobs., Cohen found a reliability of .95, though he noticed
some di®ferences in the reliability of separate factors.

Lower relisbilitiea were reported by Ash (5). He
found that tean trained analysts who were asked to evsluate 27
simiiar jobs were least reliable on a factor of mental effort,
{.e, attention which had %o be given to the jc¢b. Ash concludes
that the lack of reliability was caused by insufficient
information from the job description to evaluate this
particular factor. In another study, carried out by Jones (89)
at the University of Illinois, the ratings of lay people were
compared to those of trained analysts. Descriptions of non~
academic jobs were given for evaluation to supervisors,
employees and trained analysts in the personnel department.
Though all three groups agreed closely in the relative level
of jobs, supervisors rated jobs higher than the employees.
Ratings by employees agreed closely to those of the trained

analysts,

A more thorough study of rating behaviour was under-
taken by Holt and Wherry (73). TFifty raters were asked to
rote the same twenty jobs by using five different job
evaluation scales. For three of the job evaluation scales
variance among raters was greater than variance among the jobs.
On one of these scales in which the factors were not Adefined,
varimmce among raters was three times as large as variance
among the jobs. In only one of the five scales was variance
among the raters less than variance among the jobs.
Commenting on this study, Kershner (92) suggests that the so-
called factors used in job evaluation are seldom the result
of research, and that it is very doubtful whether rescarch
would yield a= many levels of discriminability as postulated

for most job evaluation factors,

The manner in which a rating committee reaches a

judgment when evaluating jobs, was investigated by Elliott (45).
He selected eight groups of five raters, and attached to each

group a seriny officer from the personnel department. 'Each

group was asked to rate the same two jobs under nine headings,
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j.e. inyelligence, accuracy, education, skill, working pace,
acceptability, range of work, responsibility, overall status.
Before each group sat to discuss the jobs, it was told that no
figures were to be quoted, and that each member would be asked
ko make & private record of the number of points he would

award under each heading after the discussicn had been
concluded. Group members were all male, they came from
differentbackgrounds, and different levels of management, and
"were characteristic of members which go to comprise job
evaluation committees in industry". They were all well
acquainted with the two jobs being eveluated, i.e. & shorthand
typist dealing with the general correspondence for an executive,
and a cost clerk dealing with analysis and allocation of prime
costs.

In four of the groups, the personnel officer was
instructed to bias group members towards rating typists higher
than clerks. In the other four groups, they were to bias the
ratings in favour of the clerks. The important feature of
this experiment, was that personnzl officers were at no time
allowed to originate opinions. They were te support merely
the appropriate views presented by other members in the group.

The results clearly indicated that the personnel
officers succeeded in biasing the groups to rate in the
desired direction. Elliot concluded that "the status loaded
comnittee may not in fact achieve objects it sets out to: it
may neither be less subject to bias than an individual nor make
use of the entire range of experience of its members'.

The few studics which we were able to report offer
conflicting evidence. Some authors claim that ratings in job
evaluation are highly reliable, vthers are pot certain, Holt
and Wherry found them to be highly unreliable., Much depends
of course on the particular circumstances in which the ratings
were formulated. The experiment of Elliot strongly suggestis
the dirvection which research should take when examining the
process of rating in job evaluation, i.e. the examination in
an industrisl setting of factors which influence evaluation.




63

6.2.3 The weighting of factors.

Here too we notlce at the start a marked dearth of
research data. The problem of weighting is in many ways
fundamental to the whole process of job evaluation., The
weights which will be given to mutually inconvertible factors
reflect the particular philosophy we wish to incorporate in
our process of wage determination.

The International CGonference on job evaluation which
was held at Geneva in 1950 discussed extensively the problem
of weighting Ffactors. The final report (80) which it produced
reflects no major advance in this matter, It noted that there
was in general use two manners of determining weights, i.e,

a, deducing them from the current wage structure;

b. assessing the relative scarcity of the required abilities,

The report goes on to say that the majority of those at the
Conference favoured the principle of deducing weights from the

current wage structure, because "job evaluation is not normally

acceptable to the workers if it results in major changes in the

evisting hierarchy of wage rates". The conference felt

moreover that as wages adjusted themseives in terms of supply
and demand, current wuages would reflect the relative scarcity

of required abilities.

Deducing weights from the current wage structure can
be done either arbitrarily or statistically. Arbitrary
weights are allocated, for example by committees, using the
factor comparison method and dividing the wage of each key job
between the various factors. A similar approach may be used
" in the points system. A committee specially formed for this
purpose considers which of the factors used are most important
to the organization, allocates weights accordingly, and may

examine the result on a sample number of jobs.

Stieber (168) reports that in the joint evaluation
adopted by the American Steel industry, weights were computed

by standard multiple correlation formula, 1.

Job Rate = K + XlFl + X2F2 + sees XlaFla

where K is an unknown constant, Xlis the weight for Factor 1,
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