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Hi, 

This is a group research project, so you and your team members will need to research the topic, including the suggested five areas listed below. 

First, I will highlight some of the facts in the scenario that will help you in your decision about what fits best for your company. In other words, you will need to choose options that fit with a sales and service organization with a workforce of 150 employees.  For example individual interviews might work for a workforce of 5 – 10 employees, but would be too time consuming for a company with 150 employees, like Lansing-Smith Corporation. These are the types of things that you need to pay attention to while researching the website listed in #1 below.  What method fit with the characteristics of Lansing-Smith Corporation? What method will best meet the need of the company? 
Scenario: 
You are the Director of Compensation and Benefits for Lansing-Smith Corporation, a 6-month old sales and service organization that currently has a workforce of 150 employees. You recently joined the organization when the Vice President of Operations decided to move the Compensation and Benefits function out of the Accounting Department, into a separate function. From your own observations you have identified several areas in need of review, redesign or development, including projects such as: 

· An audit of current pay plans to ensure they are aligned with federal regulations, 

· An analysis of various pay plans to assess which plans will provide maximum benefit for Lansing-Smith, 

· Extensive job analyses to ensure a solid understanding of each position 

· Job evaluations to determine the worth of the positions, 

Job Evaluation is the methods and practices of ordering jobs or positions with respect to their value or worth to the organization.

· Consideration of various incentive plan designs to identify a plan that effectively drives individual and group performance to achieve production goals and research, development, communication and management training for a company-wide performance appraisal process. You are dedicated to developing compensation and benefit practices that are motivating and empowering for employees. You are confident that with well-developed programs and practices, employees will be motivated to perform at higher levels, thereby driving overall company performance.
------------------------------------------------------------------------------------------- 
10-20 slides, 3-4 paragraphs 

This should be fairly straightforward, after your group has come to a consensus on the five issues below.  Let’s look at each of the five areas, and I will draw information and links from the website for easy access of the information for your group discussion.  

This assignment has both a group portion and individual portion to consider. 


Details: As the Director of Compensation and Benefits for your company, you have been given the responsibility to conduct an extensive compensation review and analysis for your growing organization. You are doing so in concert with a committee you have formed. Your findings and recommendations will be presented for final approval to the CEO. 

1. First, study the following Job-analysis.net (http://www.job-analysis.net), which is an extensive site with information on job analysis, job evaluation, legal issues and a variety of related information. 

This question is straightforward.  It asks you to study the information on the website.  This is the place to start. So, if you haven’t done this yet, this is the place to start. 

2. Group Portion: choose a group leader and discuss and come to a consensus on the following points, and on the format and theme of your presentation: 

Again, this is straightforward.  This is a group project and you are to get together as a group, choose a leader and come to a consensus of the above 5 points.  This should be fairly easy if each of you have researched the website listed in # 1 above thoroughly (http://www.job-analysis.net).

Let’s look generally at some of the relevant information for you to consider for each section. It is information taken from the http://www.job-analysis.net website. 

a. The type of job analysis you will conduct and why you believe that approach is best. 

Job Analysis is the process of analyzing jobs from which job descriptions are developed. Job analysis techniques include the use of interviews and task analysis questionnaires. 

A typical method of Job Analysis would be to give the incumbent a simple questionnaire to identify job duties, responsibilities, equipment used, work relationships, and work environment. The completed questionnaire would then be used to assist the Job Analyst who would then conduct an interview of the incumbent(s) (or perhaps you could randomly choose a certain number of employees to interview form each position). A draft of the identified job duties, responsibilities, equipment, relationships, and work environment would be reviewed with the supervisor for accuracy. The Job Analyst would then prepare a job description and/or job specifications. The method that you may use in Job Analysis will depend on practical concerns such as type of job, number of jobs, number of incumbents, and location of jobs. http://www.job-analysis.net/G000.htm 

Some common questionnaires and methods are listed below for your group discussion. What do you think about the Occupational Analysis Inventory (OAI)?  It sounds reasonable.  One way to help in this decision is to research what other similar organizations use as an effective job analyses. What has worked for others, might also work for you!

Classification Systems used as basis for or resulting from job analyses.
Common Metric Questionaire (CMQ)
The Common Metric Questionnaire (CMQ) is targeted toward both exempt and nonexempt jobs. It has five sections: (1) Background, (2) Contacts with People, (3) Decision Making, (4) Physical and Mechanical Activities, and (5) Work Setting. The Background section asks 41 general questions about work requirements such as travel, seasonality, and licensure requirements. The Contacts with People section asks 62 questions targeting level of supervision, degree of internal and external contacts, and meeting requirements. The 80 Decision Making items in the CMQ focus on relevant occupational knowledge and skill, language and sensory requirements, and managerial and business decision making. The Physical and Mechanical Activities section contains 53 items about physical activities and equipment, machinery, and tools. Work Setting contains 47 items that focus on environmental conditions and other job characteristics. The CMQ is a relatively new instrument. It has been field tested on 4,552 positions representing over 900 occupations in the Dictionary of Occupational Titles (DOT), and yielded reasonably high reliabilities. (Harvey, 1993)
Fleishman Job Analysis Survey
Another job analysis methodology—the Fleishman Job Analysis Survey (F-JAS), formerly the Manual for Ability Requirements Scales—contains a taxonomy of abilities that is buttressed by decades of research (Fleishman & Mumford, 1991). The taxonomy includes 52 cognitive, physical, psychomotor, and sensory abilities that have strong research support, and the FJAS uses level of ability rating scales that specify level of functioning requirements for jobs. FJAS is a job analysis method; it has not been applied to a large number of jobs in the U.S. economy to produce an occupational database.
Functional Job Analysis Scales
Beginning in the 1940s, Functional Job Analysis (FJA) was used by U.S. Employment Service job analysts to classify jobs for the DOT (Fine & Wiley, 1971). The most recent version of FJA uses seven scales to describe what workers do in jobs: (1) Things, (2) Data, (3) People, (4) Worker Instructions, (5) Reasoning, (6) Math, and (7) Language. Each scale has several levels that are anchored with specific behavioral statements and illustrative tasks. Like other job analysis instruments, FJA is a methodology for collecting job information. While it was used for many years as a part of the DOT, the Department of Labor is replacing the DOT with O*NET and will not be using FJA in O*NET. There is no current database of jobs (other than the DOT) containing FJA data for jobs in the national economy. 
MOSAIC
The Office of Personnel Management (OPM) is in the process of developing a database of information on federal jobs using Multipurpose Occupational Systems Analysis Inventory-Closed Ended (MOSAIC). Toward that end, OPM has been conducting a series of occupational analysis projects, each project handling a different set of occupations (e.g., clerical, managerial, etc.). Each job analysis inventory used to collect data for OPM's system includes a variety of descriptors. The two primary types of descriptors in each questionnaire are tasks and competencies. Tasks are rated on importance and competencies are rated on several scales including importance and requirement for entry. The MOSAIC database is intended to include all government occupations. Clerical, technical, and managerial job sections are complete. Information on the reliability of MOSAIC questionnaires has not been reported.
Occupational Analysis Inventory (OAI)
The Occupational Analysis Inventory (OAI) contains 617 "work elements." It was designed to yield more specific job information than other multi-job questionnaires such as the PAQ while still capturing work requirements for virtually all occupations. The major categories of items are five-fold: (1) Information Received, (2) Mental Activities, (3) Work Behavior, (4) Work Goals, and (5) Work Context. OAI respondents rate each job element on one of four rating scales: part-of-job, extent, applicability, or a special scale designed for the element. The OAI has been used to gather information on 1,400 jobs selected to represent five major occupational categories. Reliabilities obtained with the OAI have been moderate, somewhat lower than those achieved with the PAQ.
Position Analysis Questionaire (PAQ)
The Position Analysis Questionnaire (PAQ) developed by McCormick, Jeanneret, and Mecham (1972) is a structured job analysis instrument to measure job characteristics and relate them to human characteristics. It consists of 195 job elements that represent in a comprehensive manner the domain of human behavior involved in work activities. The items that fall into five categories: 

1. Information input (where and how the worker gets information), 

2. Mental processes (reasoning and other processes that workers use), 

3. Work output (physical activities and tools used on the job), 

4. Relationships with other persons, and 

5. Job context (the physical and social contexts of work). 

Over the course of many studies, PAQ researchers have aggregated PAQ data for hundreds of jobs; that database is maintained by Purdue University. A wealth of research exists on the PAQ; it has yielded reasonably good reliability estimates and has been linked to several assessment tools. 

http://international.state.ut.us/Companies/data/REC00795.HTML 

Work Profiling System (WPS)
Saville & Holdsworth's Work Profiling System (WPS) is designed to help employers accomplish human resource functions. The job analysis is designed to yield reports targeted toward various human resource functions such as individual development planning, employee selection, and job description. There are three versions of the WPS tied to types of occupations: managerial, service, and technical occupations. The WPS is computer-administered on-site at a company. It contains a structured questionaire which measures ability and personality attributes in areas such as Hearing Skills, Sight, Taste, Smell, Touch, Body Coordination, Verbal Skills, Number Skills, Complex Management Skills, Personality, and Team Role. Saville & Holdsworth aggregates information provided by users into a database when users make those data available. Saville & Holdsworth does not require WPS users to submit their data. 
From http://www.job-analysis.net/G012.htm

b. The method of job evaluation you will use and how you feel it will provide the most reliable data. 


Job evaluations are also used to determine effective incentive plans. Compensation the methods and practices of maintaining balance between interests of operating the company within the fiscal budget and attracting, developing, retaining, and rewarding high quality staff through wages and salaries which are competitive with the prevailing rates for similar employment in the labor markets (see http://www.hr-guide.com/compensation.htm). 

Thus, Job Evaluation is also a system for comparing jobs for the purpose of determining appropriate compensation levels for individual jobs or job elements. There are four main techniques that you will need to discuss: Ranking, Classification, Factor Comparison, and Point Method (http://www.hr-guide.com/data/G400.htm).
Click on the above methods, and then decide which one you think is the most reliable, given your company characteristics. Most methods are fairly reliable, when the information is interpreted and used appropriately. 
c. Ensuring internal and external pay equity 


In general, Job Analysis is a process to establish and document the 'job relatedness' of employment procedures such as training, selection, compensation, and performance appraisal. http://www.hr-guide.com/jobanalysis.htm. Job analysis techniques include the use of interviews, questionnaires, and observation. Therefore, you would collect data about pay plans from the employees through one (or combination) methods below:  

Interview
-Observation
-Questionnaire
   -On-Line Forms
Perhaps you might consider on-line forms, in combination with interviews of relevant managers and employees.  Or, a task analysis questionaire for the mangers and an interview (employees) combination. 

Discuss these options with your group. See a salary survey as another option at http://www.hr-survey.com/SalarySurvey.htm. 

Click on the following incentive plans, which discuss the advantages and disadvantages of each.  
•Merit Pay
•Gainsharing
•Profit Sharing
•Stock Options
•ESOP
NOTE: As Director of Compensation and Benefits for Lansing-Smith Corporation, you would probably go through the following process:  

Example: HR Guide to the Internet:
Compensation: Development of Salary Administration Plan 

Develop a program outline. 
· Set an objective for the program. 

· Establish target dates for implementation and completion. 

· Determine a budget. 

Designate an individual to oversee designing the compensation program. 
· Determine whether this position will be permanent or temporary. 

· Determine who will oversee the program once it is established. 

· Determine the cost of going outside versus looking inside. 

· Determine the cost of a consultant's review. 

Develop a compensation philosophy. 
· Form a compensation committee (presumably consisting of officers or at least including one officer of the company). 

· Decide what, if any, differences should exist in pay structures for executives, professional employees, sales employees, and so on (e.g., hourly versus salaried rates, incentive-based versus noncontingent pay). 

· Determine whether the company should set salaries at, above, or below market. 

· Decide the extent to which employee benefits should replace or supplement cash compensation. 

Conduct a job analysis of all positions. 

· Conduct a general task analysis by major departments. What tasks must be accomplished by whom? 

· Get input from senior vice presidents of marketing, finance, sales, administration, production, and other appropriate departments to determine the organizational structure and primary functions of each. 

· Interview department managers and key employees, as necessary, to determine their specific job functions. 

· Decide which job classifications should be exempt and which should be nonexempt. 

· Develop model job descriptions for exempt and nonexempt positions and distribute the models to incumbents for review and comment; adjust job descriptions if necessary. 

· Develop a final draft of job descriptions. 

· Meet with department managers, as necessary, to review job descriptions. 

· Finalize and document all job descriptions. 

Evaluate jobs. 
· Rank the jobs within each senior vice president's and manager's department, and then rank jobs between and among departments. 

· Verify ranking by comparing it to industry market data concerning the ranking, and adjust if necessary. 

· Prepare a matrix organizational review. 

· On the basis of required tasks and forecasted business plans, develop a matrix of jobs crossing lines and departments. 

· Compare the matrix with data from both the company structure and the industrywide market. 

· Prepare flow charts of all ranks for each department for ease of interpretation and assessment. 

· Present data and charts to the compensation committee for review and adjustment. 

Determine grades. 
· Establish the number of levels - senior, junior, intermediate, and beginner - for each job family and assign a grade to each level. 

· Determine the number of pay grades, or monetary range of a position at a particular level, within each department. 

Establish grade pricing and salary range. 
· Establish benchmark (key) jobs. 

· Review the market price of benchmark jobs within the industry. 

· Establish a trend line in accordance with company philosophy (i.e., where the company wants to be in relation to salary ranges in the industry). 

Determine an appropriate salary structure. 
· Determine the difference between each salary step. 

· Determine a minimum and a maximum percent spread. 

· Slot the remaining jobs. 

· Review job descriptions. 

· Verify the purpose, necessity, or other reasons for maintaining a position. 

· Meet with the compensation committee for review, adjustments, and approval. 

Develop a salary administration policy. 
· Develop and document the general company policy. 

· Develop and document specific policies for selected groups. 

· Develop and document a strategy for merit raises and other pay increases, such as cost-of-living adjustments, bonuses, annual reviews, and promotions. 

· Develop and document procedures to justify the policy (e.g., performance appraisal forms, a merit raise schedule). 

· Meet with the compensation committee for review, adjustments, and approval. 

Obtain top executives' approval of the basic salary program. 
· Develop and present cost impact studies that project the expense of bringing the present staff up to the proposed levels. 

· Present data to the compensation committee for review, adjustment, and approval. 

· Present data to the executive operating committee (senior managers and officers) for review and approval. 

Communicate the final program to employees and managers. 
· Present the plan to the compensation committee for feedback, adjustments, review, and approval. 

· Make a presentation to executive staff managers for approval or change, and incorporate necessary changes. 

· Develop a plan for communicating the new program to employees, using slide shows or movies, literature, handouts, etc. 

· Make presentations to managers and employees. Implement the program. 

· Design and develop detailed systems, procedures, and forms. 

· Work with HR information systems staff to establish effective implementation procedures, to develop appropriate data input forms, and to create effective monitoring reports for senior managers. 

· Have the necessary forms printed. 

· Develop and determine format specifications for all reports. 

· Execute test runs on the human resources information system. 

· Execute the program. 

Monitor the program. 
· Monitor feedback from managers. 

· Make changes where necessary. 

· Find flaws or problems in the program and adjust or modify where necessary. 

From http://www.hr-guide.com/data/G420.htm 
d. Consideration of legal issues 


Job Analysis is a process to establish and document the 'job relatedness' of employment procedures such as training, selection, compensation, and performance appraisal. There are legal issues to consider. See the legal regulation that you need to align your current pay plan with at http://www.job-  analysis.net/G002.htm 

Also click on the following and discuss with your group: 

Court Cases
-Federal Guidelines
-Legal Standards
e. Compensation structure recommendation 

As Director of Compensation and Benefits for Lansing-Smith Corporation, you would need to develop a compensation philosophy. 

· Form a compensation committee (presumably consisting of officers or at least including one officer of the company). 

· Decide what, if any, differences should exist in pay structures for executives, professional employees, sales employees, and so on (e.g., hourly versus salaried rates, incentive-based versus non-contingent pay). 

· Determine whether the company should set salaries at, above, or below market. 
· Decide the extent to which employee benefits should replace or supplement cash compensation. http://www.hr-guide.com/data/G420.htm
Click on the following incentive plans, which discuss the advantages and disadvantages of each.  


•Merit Pay
•Gainsharing
•Profit Sharing
•Stock Options
•ESOP
Salary Plan
Also click on the following: 

Compensation
•Relocation Services
•Software
•Consultants
Now, as a student, you will need to make a recommendation based on the above information and your group consensus. 
 

3. Individual Portion: delegate 1-2 presentation issues to each group member, and create Powerpoint slides, which answer those questions. 

Again, the instructions are clear for this third section. It is your individual part of this project.  It is asking you to choose one or 2 issues from #2 above (a, b, c, d, or e), and create Powerpoint slides, which address the issues. If your group has discussed and come to a consensus about the above five issues, this part of the assignment will be fairly easy.  It is important to jot done the points discussed in the group (some groups leave that up to the leader to take notes or appoint another team member). 

Let’s look at two examples for you to consider (a and b issues above). The first example, assumes that you have decided to use a general task analysis and interviews to collect your data. 
Example 2: Conduct a job analysis of all positions. 

· Conduct a general task analysis by major departments. What tasks must be accomplished by whom? 

· Get input from senior vice presidents of marketing, finance, sales, administration, production, and other appropriate departments to determine the organizational structure and primary functions of each. 

· Interview department managers and key employees, as necessary, to determine their specific job functions. 

· Decide which job classifications should be exempt and which should be nonexempt. 

· Develop model job descriptions for exempt and nonexempt positions and distribute the models to incumbents for review and comment; adjust job descriptions if necessary. 

· Develop a final draft of job descriptions. 

· Meet with department managers, as necessary, to review job descriptions. 

· Finalize and document all job descriptions. http://www.hr-guide.com/data/G420.htm 
The following example is general, so you will have to include your specific methods that you have decided to use. 

         Example 2: Develop a salary administration policy. 
· Develop and document the general company policy. 

· Develop and document specific policies for selected groups. 

· Develop and document a strategy for merit raises and other pay increases, such as cost-of-living adjustments, bonuses, annual reviews, and promotions. 

· Develop and document procedures to justify the policy (e.g., performance appraisal forms, a merit raise schedule). 
· Meet with the compensation committee for review, adjustments, and approval. http://www.hr-guide.com/data/G420.htm
FINAL COMMENTS I HOPE THIS PROVIDES DIRECTION AND GUIDANCE. TAKE CARE. 

-------------------------------------------------------------------------------------------- 
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