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8.0 OBJECTIVES
After reading this Unit, you should be ableto :

identify and devel op an understandingof the methodsof job evaluation,

know about the stepsinvolved in the applicationof various methods.

appreciate the relative advantages and disadvantagesof variousjob evaluation
nethods, and

have a knowledge of the recent developmentsin job evaluation.

81 INTRODUCTION

Inequitable salary relationships affect adversely employee motivation and morale with
severe loss to the organisation's economy and effectivenessof operations. The genera
principle of job evaluation, as you have been told in previous Units, should be equa pay
for substantially equal work™ and its corollary of variation in rates of base pay in
proportion to substantial differences in the difficulty, responsibility and qualifications
requirements of the work performed. It should also be entirely compatible with prevailing
economicand political philosophy.

This Unit attempts to identify and discuss various methods that have been in use in
identifying job similaritiesand job differentials. Grouping of positionsin an organisation
into relatively few groups of similar positions or classes simplify the job of managing
people in many respects and helps to develop a rational wage structure for different
categoriesof employeesin an organisation.

82 JOB EVALUATIONMETHODSAND JOB RANKING

After job analysis and preparation of job descriptions comes the essential stage of job
evauation, namely, the systematic comparison of jobs in order to establish a job
hierarchy. The techniques which have been commonly used tend to fall into one of the
two main categories:

e Nonanalytical,and
e Analytica
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Non-analytica methodsare:

a) Job ranking;

b) Job classification.
Anaytical methods are:

a) Point rating or assessment;
b) Factor comparison.

The smplest and least formal of dl job evaluation systemsis known as the Ranking
Method. Under this method no effort is made to bresk a job down into its elements or
factors, but theaim is rather to judge the job as a whole and determinethe relative values
by ranking one whole job against another whole job. This is usualy done by using a
narrative position description, but'in many cases even this is omitted. With or without
information concerning the job at hand, an individual or group of individualsrank the
jobsin the order of their difficultiesor value to the Company. In order to achieve proper
utilisation of the ranking system, one must also consider other facets of thejob, such as:

e Decisions- difficulty, judgement required.

e Complexity - rangeof tasksto be carried out or skillsto be used.

e Knowledgeand skills— what thejobholder is required to know and be ableto do.
e Physical effort required to carry out the job.

This procedure is followed for jobs in each department and an attempt is then made to
equate or compare jobs at various levels among the several departments. When this is
completed, grade levelsare defined and salary groupsformed. In future, new jobs can be
graded or existing jobs regraded with reference to the established gradings on a job-to-
job basis..

It is advisableto use the statistical technique of paired comparisons. The assumption is
that it isalways easier to compare onejob with another than to consider a number of jobs
and attempt to build up a rank order by multiple comparisons. While using the technique
of paired comparison one must compareeach job separately with every other job. If ajob
is considered to be more important than the one with which it is being compared, it
receivestwo points; if it isthought to be equally important, it receivesone point; and if it
is regarded as less important, it receives no point. A matrix can be built showing the
scores for each job against al other jobs being ranked. Finally, one can then tota the
scores as shown below:

Job A B C D E Total

Score
A - 0 0 1 2 3
B 2 - 0 2 2 6
C 2 2 - 2 -2 8
D 1 0 0 - 1 2
E 0 0 0 1 - 1

Inthis example, Job A is comparedwith JobsB to E. It is considered to be lessimportant
than Job B and C and received no points in both the cases; equally important to Job D
and received one point; and more important than Job E and received two points. The total
score is three. The same procedure is adopted for Jobs B to E. The higher the score, the
higher isthe rank.

1) Advantages
a) Easly understood and easy to administer.



b). Sets a better rate than the arbitrary rate based purely on judgement and
experience.

2) Disadvantages

a) Theclassficationisin generd termsand only an overal assessment is possible.
There are no definite standards of judgement.

b) In acomplex industrial organisation, it is not possible to be familiar with al the
jobs and thus general descriptions must not enable correct assessment of the
relative importanceof al thejobs.

c) Thegradingisvery much influenced by the existing sdary rates.

d) Itdoesnot indicate the degree of difference between jobs, but only indicates that
onejob is moreor less important than another one.

8.3 JOB CLASSIFICATION OR GRADE DESCRIPTION

This method issimilar to ranking as in both the methods neither points nor money values
are used to classify jobs. No complicated proceduresare involved; once the structure and
definition of grades are fixed, the evaluation process is comparatively quick and simple.

However, classification differs from ranking as here the order of operations is reversed.
First of al, the gradesare determined and then the jobs are graded by reference to their
content. Figuratively, the method may be described as a series of carefully labelled
shelves in a bookcase. The primary task is to describe each of the classes so that no
difficulty is experienced in fitting each job into its proper "niche”. Jobs are then
classified by comparing each job to the descriptions provided.

In this method the most difficult and important operation is defining the grades; it should
be done so as to bring out perceptible differences between levels of skill, responsibility,
etc. Before defining the requirements of the various grades it is usud to select those
factors which constitute essential aspects of the jobs. Skills, knowledge, experience and
responsibility required are generally used as basic factors, but the choice and number of
factors depend on the nature of the organisation's activities. It should be noted, however,
that whilst the classification method may rely on selected genera factors, the evaluation
itself is carried out on the basis of whole jobs - they are not broken down into their
component elements. The factors are used to provide general guidancefor the decisions
but are not weighed and not scored.

The classification method has historically been the one most widdly used for salaried
jobs, particularly in government and service occupations, although there is also some
evidenceof itsuse in the industry.

1) Advantages
a) Comparatively simple and easily administered.

b) Since written job descriptions are used evauation of jobs tend to be more
accuratethan under ranking system.

2) Disadvantages
a) Classficationisin general termsand only an overdl assessment is possible.

b) It is very difficult to make comprehensive class specifications for a complex
organisation. The specificationstend to overlap specialy in the case of senior
jobs, and it is difficult to decide which classa particular job belongs.

c) Placing of jobsin classesisvery much influenced by theexisting salary rates.

Job Evaluation Meth 4
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8.4 POINT RATING

Point rating is probably now the most common mthod used for job evaluation in many
countries. It employs clearly defined factorsand allots numerical points.

The points rating scheme is based on an analysis of separately defined characteristicsor
factors which are assumed to be common to all the jobs. One has to assume that
differences in the extent to which the characteristics are found in the jobs will measure
differences between the levels of the job. Therefore, when the factors in the points
scheme are selected one should ensure that they are considered as most important in
determining the relative degrees of difficulty or responsbility for the work of others
working conditions, resources controlled (managerial and supervisory jobs), contacts
(manageria and clerica jobs), and physica effort (manual jobs).

Each one of the above factors has a range of points allocated to it so that a maximum
number of points are available. The relative importanceof *weighting” of a factor can be
determined by the maximum number of points given to it. Different point rating plans
may select different factors and weigh each factor differently. For each factor, one must
divide the tota range of points into degrees according to the level at which the factor is
present in the job. One can evauate the jobs by comparing job descriptions containing
analyses of the extent to which the factor is present in the job with the factor degree
definitions. One must grade the jobs for each factor and give afactor score in accordance
with the points value attached to each factor degree. Then add up the scores for each
factor to produce atotal score and allocate them into job grades according to the points
range determined for each grade.

The pointsrating procedure has to be clearly defined from the very start. By and large, its
stepsfall into two distinct stages, namely preparing an evaluation plan and schedule (by
defining and weighting factors) and grading jobs by referenceto thisschedule.

8.4.1 Preparing an Evaluation Plan

The preparation of the evaluation plan involvesthe following steps:
i) Selecting and defining factors,

i) Dividingthefactorsinto degrees,

iii) Weighting thefactors;

iv) Allocating pointsto each degree; and

v) Vadidating the factor plan. .

i) Selecting and definingfactors

While selecting factors, representative sample of benchmark jobs covering al the mgor
occupationsand levels of responsibility are covered under this scheme.

ii) Dividingthefactorsintodegrees

Oncethefactors are selected they must be divided into degreesto make them operational.
Prepare a preliminary definition of each factor and divide it into degreesof levelseach of .
which isalso defined. It is evident that the degree must be clearly defined and graduated,
asfar as the number of degreesisconcerned, which is largely a matter of common sense.
However, one must remember that too many degrees will complicate the evauation
process unnecessarily, and even whilst a scheme having only two or three degrees will
not sufficiently differentiate jobs from each other. It is useful to restrict the number of
levelstofiveor six. It is not ways necessary for each factor 'to have the same number of
degrees, but it is important that the degrees should enable all jobsfrom the highest to the
lowest to be placed in an order of importancethat everybody will recognise.



i) Weightingthe factors

It is unlikely that each factor will be of equal significance. If, for example, four generic
factors such as skill, effort, responsibility and working conditionsare chosen, the relative
importance of each of them will vary a great dea depending on the wurk done and
occupations concerned. Generally speaking, skills are more important than effort in
technical occupations, and responsibility is the most important factor in managerial jobs.
Therefore, the relative importance of each of the factors selected hasto be determined -
in other words, the factors must be weighted. One way of arriving at a preliminary
weightingis to rank factors in order of importance and allot each of them a percentage
arrived at by discussion in the evaluating committee or between the analyst and the
personsinvolved.

iv) Allocating pointsto each degree

Once the relative importance of thefactors has been determined in a preliminary way and
the factorssuitably divided into degrees, each degree must be assigned a numerical value.
These arethe vauesthat will be used in determining thetotal point values ofjobs.

The point values ascribed to the degrees may follow and arithmetical, geometrical or
variable progression. Table 1 illustrates the difference between these three forms by an
exampleof the"skills" factor.

Table1 : Methodsof points progressionsfor the" skills" factor

Progression Sub-factors Degrees(points)
1 2 3 4 5
Arithmeticd progresson Education 15 30 45 60 75
Experience 20 40 60 80 100
Geometrica progresson Education 15 30 60 120 240
Experience 25 50 100 200 400
Variddle progresson Education 15 20 30 45 75
Experience 20 30 45 65 100

The choice of a method of points progression is also a matter of preference. The
advantageof arithmetical progression is_that it can be smply and easily explained to the
employees. Geometrical progression is sometimes preferred because it gives a wider
points range at higher levels. Variable progression can be used where there is sufficient
difference when moving between degrees. Experience shows, however, that employees
are not easily convinced that geometrical or variable progression isfair.

v) Validatingthefactor plan

The factor plan playsadecisiverolein al point rating schemes. Asa general rule, once it
is officially adopted, no major amendment may be made to it. Therefore, it is essential
that proposed plans should be carefully tested on a number of job descriptions. These test
samples must comprise a sufficient number of jobs in order to verify whether the plan
results-in the desired spread of points and an acceptable hierarchy. If necessary, the
weighting or definitions of degrees must be amended and the test repeated several times
until it givesa completely satisfactory result. At this stage, all the factorsand sub-factors
must be precisely defined and the meaning of al terms clarified. The tested factor plan is
then submitted to the eval uating committee or other decision-makingorgan for adoption.

Once the factor plan isadopted, it is usual to prepare an evaluation handbook explaining
the procedure to be followed and summarisingall the elementsrequired for evaluation, in
particular the definition of the selected factors and the points allotted. This handbook, or
asummary of it, is usualy distributed to all staff covered by thejob evaluation scheme.

Job Evauation Methods
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842 Advantagesand Disadvantages

The point rating method also has itsadvantagesand disadvantages:

1) Advantages

2)

a)

b)

c)

The graphic and descriptive types of rating scales used have been accepted as
most reliableand valid. Agreement among ratesis usualy quiteclose.

Compensable factors are not limited to any particular number. These factors
which the partiesdecideas important can be used.

Job classes, which isthe am of all job evaluation systems are easily set up. Job
classes are smply determined in terms of arbitrary point ranges or on agreed
point ranges.

Disadvantages

a)

b)

d)

It isdifficult to devel op a point-rating scheme. Defining factors and their degrees
in such a fashion that all rates will have the same meaning needs considerable
amount of skill.

Assigning proper weightagesto each factor and then assigning point values to
each degree without being unfair to either the easy or the difficult jobs, requires
careful and detailed study.

The point system is difficult to explain. The concept of factors, degrees relative
weights and points'and relating points to money value cannot be easily
interpreted to employees. If the workers do not understand the system clearly it
may have adverse effect.

Point rating scheme is certainly a time consuming process. Collecting job
descriptions, defining degrees and factors, allocating degrees to each factor of
each job, co-relating them with points and then ultimately with money value
unanimously by evaluation committee is a long process. Considerable clerica
work is also involved in preparing the job descriptions, final table of jobs
evaluated, degreesassigned and points scored.

85 THE FACTOR OF COMPARISON METHOD

The method was originally developed in 1926 as an offshoot of point rating. This method
therefore incorporates some of the principlesof point rating but differs substantially from
it in its use of benchmark jobs and its method of comparing jobs and fixing wage rates.
Thus, the factor comparison method involvesfour steps:

Selecting bench-mark jobs;

1)
2)
3)
4)

1)

Ranking bench-mark jobs by factors,

Allocating money valuesto factors; and

Ranking the other-jobs, and wage fixing.

Selecting bench-mark jobs

The jobs selected as a benchmark jobs must satisfy a number of conditions. Firstly
they should be capable of clear descriptionsand analysis in terms of the factors used,;
secondly they must be representative of hierarchy, thirdly when the rates for the
bench-mark jobs are to be used as the standard for fixing the wages, these rates
should be regarded as appropriateby all concerned.



2) Ranking bench-mark jobs by factors

Once a number of benchmark jobs are chosen they are ranked successively by
reference to each of the factors chosen. When the ranking is done by a committee
each member must make his or her own ranking and the resultsthen being averaged.
A typica example of ranking of jobs in a hotel by factors under the comparison
method isgiven in Table 2.

Table 2: RankingJobs by FactorsUnder the Factor Comparison Method
in a Transport Department of a Travel Agency

Job Skill Mental Physical Responsibility Working
requirements requirements requirements condition

Cleaner 1 1 2 | 4
Dek Clerk 2 2 3 2 3
Accountant 3 3 4 3 3
Lobby Maneger 4 4 5 5 2
Chef 5 5 ] 4 1

3) Allocating money valuesto factors

The factor comparison method may also be usad for fixing up salary in money units by
ranking thejobs accordingto a procedure different from the one shown above. The salary
rate for each bench-mark job is broken down and distributed among the factors in the
proportions in which these are considered to contribute to the total price paid for each
bench-mark job in the form of its wage rate. For example, if cleaner is a bench-mark job
and itswage rate is 20 money units, it may be decided to assign nine of theseto sKill, five
to menta requirements, two to physical requirements, three to responsibility and one to
working conditions. Similarly, if the wage rate for another bench-mark job, for example
that of aclerk, amountsto 18 money units, eight of these may be allotted to skill, three to
working conditions, and so on. When the rates for dl benchmark jobs have been divided
in thisway the jobs have implicitly been ranked again with respect to each of the factors.
In the example given, the helper ranks above the mechanic as regards skill requirements,
but below the mechanic if the jobs are ranked on the basisof working conditions.

After the results have been averaged by a committeein the manner described above, the
allocation of wage rates and the ranking by factors of the jobs covered for Table 2 might
work out asindicated in Table 3.

Table 3: Allocation of Money Valuesto the Different Factorsand
Ranking of Jobs Under the Factor Comparison Methods

Mental - Physical Working
g Ll requirements | requirements Retpbusibley condition
E
] [ v H - - - u -
Job s s s =2 s = ] 273 ] N ]
a5 |3 E ¥o | 3 E ¥o | S E o | S5 | 2o |3 E ¥s
oy ES | PE| 2R | ¢E | # 2| |38 3E |38
] gk i3 E|% 2E| 3 gE 3 gE 2
= = < < o - < = « = -
Cleaner 20 9.0 1 5.0 1 20 3 3.0 1 1.0 5
Clerk | 18 8.0 2 4.0 2 1.0 5 2.0 2 3.0 3
Accountant 16 6.0 3 3.0 3 30 2 1.5 3 25 4
Lobby 14 | 40| 4 [ 20 4 | 15| 4 |10 & |55 1
Manager | .
Chef 12 2.0 5 1.0 5 4.0 1 0.5 5 45 2
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The two rankings of the benchmark jobs are undertaken independently of each other and
need not coincide. Their respective results as illustrated by Tables 2 and 3 are compared
in Table 4.

It will be noted that there are differences in ranking received in Table 4. These
differences have to be removed either by increasing or decreasingthe money value of the
different factorsfor the jobs concerned or by examiningthe job contentsagain. If it is not
possible to reconcile the ranking of a particular job, it is eiminated from the list of
benchmark jobs.

Table4: Comparison of Rankings by Factorsand
Money Values under the Factor Comparison Method

|
: Mental - .
Skill requirements requirements Responsibility (\:/gﬁgfﬁo%
-} o -] [}

Job L | 2|5 _|22|5 | 22|z |22|2 | &2
gE (22 (e |gs|gE(gs (2. |23 |28 g
= "I‘E' gi S 5 = = iE =8 =5 -Eﬁ =8
ST | 2f| & |2 a7 |22 |87 |28 |27 | &8
o « = = = | = =

Cleaner 1 1 1 1 2 3 1 1 4 5
Clerk 2 2 2 2 3 5 2 2 3 3
Accountant 3 3 3 3 4 2 3 3 5 4
Lobby Manager 4 4 4 4 5 4 5 4 2 |
Chef 5 5 5 5 1 1 4 5 1 2

4) Rankingother jobs

On the basis of job descriptions, each job is analysed and compared with the benchmark
jobsin terms of each of the factors separately.

Advantagesand Disadvantages
The advantagesand disadvantages under the Factor Comparison Method are asfollows:

1) Advantages

a Factor comparison method-permits a more systematic comparison of jobs than
the non-analytical methods,

b) Evaluation is easier than. by the point method, as a set of sirhilar jobs are
compared and ranked against each other,

c) Anaysisaof benchmark jobsisvery comprehensive,

d) In a scheme that incorporates money values, determination of wage rates is
automatic, and

e) Reliance of the method on benchmark jobs guarantees that the scheme istailor-
made and that the ranking necessarily reflects the actual structure while
eliminating anomalies.

2) Disadvantages

a) This method is comparatively complicated to apply and it is difficult to explain
to workers,

b) The wage rates for the bench-mark jobs are presumed to be correct and definitive
and all other ratesare determined by reference to them, and

_C) It goes against the common bdlief that the procedures of evaluating jobs and
fixing their wagesshould be kept separate.



8.6 RECENT DEVELOPMENTSIN JOB EVALUATION

The question of choosing and weighing of factors is one of the most difficult issues
encountered in the basic qualitative methods. Some job evaluation schemes are rejected
because of the factors chosen, and others categorised as vague and confused because of
too many factors and sub-factors. As a result, some researchersand practitionersof job

evaluation have proposed and experimented with single-factor schemes which are briefly
outlined below.

1) Thetimespan of discretion method

This method was developed by E. Jaguesin the 1950s and early 1960s and was tried out
in a London Engineering firm. Its special feature is that it uses only one factor viz. The
"time span” at the disposal of each worker.

The time span of discretion is defined as the longest period of timefor which ajobholder
can exercise his or her own discretion without supervision from senior regarding the
quality of work. Thistime span of discretion is claimed to show the worker's ability and
the nature and difficulty of the job and is believed to conform to the normsof equality on
which each worker bases his or her own idea of what should be the job hierarchy. This
method, has, in practice, been applied only to a very limited extent and is realy still in
the experimental stage. It has often been rejected by employees as well as management
because no formal proof is offered of any connection between the time span of discretion
and the norms of equity accepted by the employees. Moreover, whether time spans can
be'measured accurately is also controversial.

In Jaques original method, jobs are grouped into five major grades, from grade 1, in
which the time span of discretion is less than one month, to grade 5, in which it is more
than five years. Each grade, of course, comprises severa degrees, each with itsown time-
span of discretion. Jaques approach differs substantially from that of conventional
methods by focussingon the individual rather than on thejob requirements.

'2) Decision-banding

This method has been developed by T.T. Paterson and hiscolleague T. Husband. This
method assumesthat the only factor common to al jobs whatever the work involved is
""decision-making'*.Decisionsare placed according to their level and nature in six groups
known as" decision bands", as indicated below:

Band E

Policy decisions made by top management in general terms that direct and guide the
enterprise.

Band D
Programming decision, taken within the limitsfixed by the policy decisionsin Band E.
Band C

Interpretativedecisions, deciding how to do the work within the limits set at Band D; for
example, the kind of machine and number of saff required to work in kitchen.

Band B

Routine decisions, concerned with carrying out Band C decisionsthat is how the work is
to be done.

Band A
Automatic decisions, on the way the worker carriesout instructions.
Band O

Defined decision, usually made by unskilled workers. The margin of discretion is very
narrow at thislevel of decision-making.

Job Evaluation Method,
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In recognition that within each decision band there may be a ifeed to coordinate work,
each band, except Band O, is divided into two levels. The upper-level jobholder in any
decision band coordinatesthe work of the personsin the lower leve in that band and has
structural authority over them.

In theory, the decision-banding method offers the disadvantages of simplicity: and
university but in practice it is sparingly used because employees do not readily accept
any schemethat does not take into account such factorsas skills, experienceetc.

3) TheHayand MSL guide-chart profilemethod

This method was developed by a firm of consultants in the United States in 1950s.
Basicaly, it tombines the features of the point rating and factor comparison methods. It
is used mainly for managerial, professional and technical jobsin about 30 countriesand it
is particularly widespread in the United Statesand the United Kingdom.

This method evaluates jobs by reference to three basic factors viz., Know-how or skill,
problem solving and accountability. A fourth basic factor, working conditions, is aso
sometimes used for jobs having hazards, an unpleasant working environment and high
physical demands.

The basic factors are clarified by referenceto a list of 8 elementsor sub-factors. Each
basic factor is depicted in a guide-chart which breaks down the relevant sub-factor into
different degreelevels.

4) TheDirect ConsensusMethod

This method, developed by the firm of Inbucon AIC, relies on the parried comparison
technique. An important feature of this method is that members of the vauation pand
record their individual assessmentsof whilejob rankings and these assessmentsare fed
into a computer. In cases where the assessors do not agree on the job rankings, the
computer programme establishesthe best possible correlation between their assessments
without the need for prolonged discussion in committeeto reach a consensus.

lCheck Your Progress | |

) What do you understand by job evaluation? Explain job-ranking method of job
evaluation.

.......................................................................................................
......................................................................................................

.......................................................................................................

......................................................................................................

......................................................................................................
......................................................................................................

.......................................................................................................



87 LET USSUM UP

Job evaluation proceeds job analysis and job description. Quite a few methods are now
available for systematic comparison of jobs in order to establish a job hierarchy in an
organisation. Depending on its needs and ethos, an organisation could pick up any of the
available methods. It is also open to an organisation to develop a method that may
combine the features of two or more than two methods. What is important is that, the
chosen method should secure the-satisfaction of al concerned, namely the management,
the employees and the unions, and also ensure the supply of right skills to the
organisation for carrying out its operationsefficiently and effectively.

8.8 CLUESTO ANSWERS

Cheek Your Pr ogressl

1) The systematic comparison of jobs in order to establish a job hierarchy is known as
job evaluation. The simplest and least formal of dl job evauation systems is known
as Ranking Methods. Under this.method no effort is made to break a job drawn into
itselements or factors but the aim is rather to judge the job as a whole and determine
the relative values by ranking one whole job against another whole job. This usually
is done by using a narrative position description but in many cases even this is
omitted. With or without information concerning the job at hand, an individual or
group of individuals rank the job in the order of their difficulties or value to the
company. Read Sec. 8.2 and answer in detail.

2) Advantagesand disadvantagesof job classification method are:
Advantages
a) Comparatively simple and easily administered.

b) Since written job descriptions are used evaluation of jobs tend to be more
accurate than under ranking system.

Disadvantages

a) Classificationisin general term and only an overall assessment is possible.

b) It is very difficult to make comprehensive class specifications for a complex
organisation. The specialisations tend to overlap specially in the case of senior
jobsand it isdifficult to decide which class a particular job belongs.

c) Placing of jobs in classesisvery much influenced by the existing salary rates.

Read Sec. 8.3.

3) Preparing an evaluation plan for Point Ranking involved the following steps :
i) selectingand defining factors;
i) dividingthe factorsinto degrees;
iii) weightingthefactors;
iv) allocating pointsto each degree;
v) validating thefactor plan.

Read Sub-sec. 8.4.1 and explain the above points.

4) Thediscretion method was developed by E. Jaques in the 1950s and early 1960s. Its
specia feature isthat it uses only one factor, i.e. the "time span™ at the disposal of
each worker. See Sec. 8.6.

Job Evaluation Methods
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