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Just what
will this
Job Analysis
Self-Study
Guide
do for me?

Job Analysis Self Study Guide

The Drake Job Analysis System

The Drake Job Analysis System is the only job analysis
method that links Key Behaviors and Core Competencies
with Personality Traits. Our experience conducting job
analyses for a multitude of positions, in a variety of industries
and countries, over the past twelve years has enabled us to
develop this unique approach. The Drake Job Analysis
Process stands out from others in the field because it is a
practical approach that can be carried out with a minimum
of resources.

The Drake Job Analysis System will enhance your selection
process, regardless of the size of your incumbent pool, or
the nature of the position. We have taken care to ensure
that our method  meets the requirements of federal guide-
lines and legislation and provides the practical information
needed to develop selection procedures, training programs,
performance appraisal systems, and more.

Design Philosophy

The Drake Job Analysis System is designed as a
step-by-step approach. We have attempted to minimize the
number of “judgment calls” your Job Experts must make.
Our recommendations are based on practical experience
and on established job analysis research. We have designed
our approach to ensure that our clients gain measurable
value from the Drake Job Analysis Process.

KEY POINT
Job Analysis

is a method for
discovering
how high

performing
employees are
accomplishing

their jobs.

What is the
design behind
your
approach?
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KEY POINT
The Drake Job Analysis Process helps
companies answer the “What do you do?”
for each job or job family in the organization.

Job Analysis

The Drake Job Analysis is a detailed investigation and
documentation of the Core Competencies, Key
Behaviors, Personality Traits and other characteristics
that define a job. The actual process of job analysis,
however, can be complex, uncertain, tedious, and
time-consuming. We have created the Drake Job
Analysis System for people who need to conduct a
thorough, accurate, reliable, and valid job analysis, but
who wish to avoid the development, research,
complexity, uncertainty, and tedium. We produce a result
through the Drake Job Analysis System that integrates
the latest in behavioral research and helps you and your
organization produce measurable results.

“What do you do?”

Job analysis provides a structured way to answer the
“What do you do?” question. But the Drake Job Analysis
yields more than a mere job description. Most high
performers operate on a level of “unconscious
competence.” In other words, when asked how they do
their jobs so well, they reply almost universally: “I don’t
know.” Naturally, knowing precisely what characteristics
and behaviors separate high performers from average
performers will dramatically enhance both your selection
and coaching processes. The Drake Job Analysis
process examines the values, attitudes, personality,
competencies, and behaviors of your top performers in
order to help you create a high performance culture.

Just what
is a
Job
Analysis?

Job Analysis Self Study Guide
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TIP
Turn to

page 13 to
see the

steps of a
Drake Job
Analysis.
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Why conduct
a Job
Analysis?

Job Analysis Self Study Guide

Starting Point

A job analysis can be used as a starting point for
developing a variety of human resource programs,
including interviewing, performance evaluations, and
more. A job analysis is an efficient, cost-effective way
to gather a large amount of information about a job.
Once this information has been collected, it can be used
over and over again for many different purposes.

Most organizations select generic or “off-the-shelf”
products (e.g. training programs, performance
evaluation forms, etc.) that apply to a variety of jobs in
different organizations. However, if you conduct a job
analysis, you will have specific information that will allow
you to create programs that are custom-tailored to the
unique demands of the jobs in your organization.
Research shows that programs based on job analysis
results are more effective and more readily accepted
by employees than generic programs.

What’s in it for me?

Drake Job Analysis can also improve your performance
management systems. Too many managers and
employees complain that “off-the-shelf” coaching and
evaluation systems are difficult to implement, unfair, and
often irrelevant. Knowing the actual behavioral
requirements for ideal performance in a particular
position enables managers to effectively coach and
improve results.

Suppose you need to hire a number of sales
professionals. You need to identify your top performers,
their skills, behaviors, personality traits and attitudes.
This will enable you to develop a Success Template for
the position. Having a well-constructed target will
enhance your efforts in recruiting, interviewing and
evaluating candidates.

KEY POINT
Even if you
choose a
generic
human

resource
program,
Drake Job
Analysis
will help

you select
the most

appropriate
products.
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Tell me again
what this is all
about.

Job Analysis Self Study Guide

Apprenticeship

The need to fully understand the particular requirements of
a specific job is not new. For centuries, the apprenticeship
programs of European trade guilds used an time-consuming
job analysis approach to produce skilled craftsmen. The
typical apprentice would spend many hours each day with
an experienced craftsman learning the secrets of the trade.
This arrangement would go on for many months, and
sometimes years, as the apprentice learned the skills of
his mentor. Critical to the acquisition of these new skills
was the fact the apprentice would not only watch, listen,
and practice under the craftsman’s tutelage, but would
actually begin to adopt the behaviors of the craftsman. This
is the “critical mass” of skill acquisition; learning how to
think and behave like a top performer is a fundamental
requirement for excellence in any position.

In the case of top performers, a full understanding of what
makes them excel exists largely beyond their own
awareness. In other words, they exhibit unconscious
competence. Fortunately, by implementing a thorough Job
Analysis, we can identify top performers’ “secrets of
success.”

KEY POINT
“Unconscious competence” means that

someone can be an ideal performer -
without consciously knowing  exactly

what he or she is doing so well.



6

Modeling Excellence

In the modern workforce, apprenticeships are no longer an
economically viable method for transferring skills. The modeling of
top performers’ excellence must be accomplished in a much
shorter time. Drake International has developed an effective
program for the modeling of the personality traits, Key Behaviors
and Core Competencies of top performers.

The purpose of modeling talent in business is to reproduce
excellence. If you want to reproduce the success of an outstanding
salesperson, manager or presenter, fully understanding your
current top performers is essential. Top performers achieve the
results they do through the behaviors they demonstrate. The Drake
Job Analysis System codes these behaviors and links them to core
competencies and personality traits.

The Drake Job Analysis System makes job analysis easy. We
provide a systematic, step-by-step approach that uncovers the
often overlooked behaviors and characteristics which result in high
performance. Our proprietary surveys link the core competencies,
key behaviors and personality traits of your top performers. This
knowledge will enable you to replicate their success throughout
your organization - by selecting the best candidates, and by more
effectively coaching your employees.

©1998 Management Communication Systems, 4000 Bridgeway  Suite 404, Sausalito, CA  94965  Tel: 415.339.2990

Why is the
Drake Job
Analysis
Process a
superior
method of
transfering
skills and
modeling
excellence?

Job Analysis Self Study Guide

KEY POINT
Drake Job Analysis is a faster, easier,
and more effective method of modelling

excellence.
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Legal Requirements

There are two compelling legal reasons to conduct job
analyses. Landmark legislation intended to reduce
discrimination in the workplace has been passed in all major
industrial nations. These laws cover nearly all companies
that have 15 or more employees. They emphasize that an
organization’s human resource programs should be
job-related - in other words, based on the actual content and
requirements of the jobs. A properly performed job analysis
can (1) define the actual content of jobs, and (2) help to ensure
that human resource programs based on the job analysis
are legally defensible.

Other laws are aimed at reducing workplace discrimination
against people with disabilities. These law also covers nearly
all companies that have 15 or more employees. The Drake
Job Analysis can be used to define the essential elements
of the job, including the physical demands that the work
requires.

The Drake Job Analysis, along with a review of the selection
and promotion systems that you use, can help ensure that
your hiring practices are fair and legally defensible. While a
job analysis alone does not provide insurance against legal
challenges, it is a key element in designing human resource
systems that can stand up to legal challenges.

Are their
any legal
implications
to
conducting
a job
analysis?

Job Analysis Self Study Guide

How do we protect
ourselves?
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Ways to use the Drake Job Analysis

Drake Job Analysis systematically defines a particular
position in terms of the core competencies, key behaviors,
and personality traits necessary for optimal performance.
The job analysis provides in-depth understanding of any
position. Following is a discussion of some of the ways that
job analysis information can be used when developing
human resource programs.

Document Physical Requirements  - In order to comply
with recent A.D.A. legislation, existing job descriptions or
job analysis reports may need to be updated to include
information about the physical requirements of the job. If
there is no existing documentation, job analysis can be used
to collect the necessary information.

Job Descriptions  - A typical job description summarizes
the major areas of responsibility (duties and responsibilities),
the behaviors and competencies needed to perform the job,
the salary level of the job, and any background or educational
requirements. Drake Job Analysis can provide most or all
of the information required to develop an effective job
description, including the most important duties and
behaviors of the job.

Recruiting  - A true understanding of the nature and
requirements of the open position enables recruiters to focus
their talent search on the most suitable candidates. By giving
detailed descriptions of the job in advertisements and during
interviews, hiring authorities ensure that they are matching
the right person for the right job. The Drake Job Analysis
System also produces behaviorally descriptive adjectives
for use in ad copy which actually encourage candidates to
“self-select” themselves according to their own personal
characteristics.

What are
some of the
common
uses for
Drake Job
Analysis
Information?

Job Analysis Self Study Guide
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More Applications for Job Analysis

Employment Interviews  - More and more companies are
using personality assessment instruments to augment their
interviewing systems. The Drake Job Analysis results can
produce Behavior-Based structured interview questions that
allow interviewers to probe potential challenges for each
candidate. The Drake Job Analysis information can also be
used to ensure that candidate evaluations are job related,
because job analysis results clearly specify the core
competencies, key behaviors, and personality traits needed
to perform a specific job.

Orientation  - After employees are hired, organizations want
them to get “up to speed” as quickly as possible.  The Drake
Job Analysis System can accelerate this orientation process,
and help each new hire become a productive, contributing
employee. The system identifies potential challenges for the
new hire and allows managers to design a personalized
training program for that individual.

Re-engineering  - Many companies are currently engaged
in efforts to streamline their work processes, improve
productivity and efficiency, and make them more responsive
to customers. “Re-engineering” work flow, job
responsibilities, and processes can be accomplished more
efficiently with the accurate information gathered from the
Drake Job Analysis.

What are
some
additional
uses for the
Job Analysis
System?

Job Analysis Self Study Guide
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There sure
are a lot of
applications
for the Drake
Job Analysis
System!

Job Analysis Self Study Guide

More Applications for Job Analysis

Compensation/Classification Systems  - Ensuring that
employees are paid fairly and equitably for the jobs they do
is a critical function of management. Salary and
compensation is usually tied to the difficulty and range of
behaviors required by the position. Because job analysis
results provide in-depth, detailed job descriptions, these
results are an excellent starting point when constructing or
updating a compensation system.

Training  - The Drake Job Analysis System enables
managers to customize training programs for individual
employees. The core competencies, key behaviors, and
personality traits required for ideal performance are
compared and contrasted to an employee’s profile. This
“gap analysis” identifies potential challenges, allowing the
employee to engage a proactive development plan.

Feedback and Coaching  - The Drake Job Analysis results
provide a useful tool for sharing performance feedback.
Knowing the precise requirements of ideal performance
enable managers and employees to productively discuss
current performance and to design effective development
plans.

360 Degree Processes  - A well-designed custom 360
degree feedback system serves the needs of organizations
substantially better than the traditional hierarchical
assessments. The Drake Job Analysis System provides a
valid, researched template as a foundation for multisource
feedback. The collective wisdom of  those who work closely
with the employee improves the quality of performance
measurement.  Integrated into the Drake P3 technology is
both a custom 360 evaluation process and a personality
assessment 360 process.  Both evaluations provide any
employee with the feedback and motivation to develop  and
improve in job relevant business categories.
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Creating a High Performance Culture

The creation of a high performance culture demands an
integrated human resource solution. The Drake Job
Analysis Process models your existing talent pool and
develops an accurate and detailed Success Template. The
Drake P3 Success Template incorporates the duties,
responsibilities, and Core Competencies critical to peak
performance, the Key Behaviors necessary for
extraordinary results, and the Behavioral Traits which
correspond to those requirements.

The Job Analysis Process determines exactly how your
current top performers are achieving their success – and
will help you replicate their success throughout your
organization. By determining just what your top performers
are doing right, you can more skillfully select and coach
others to match their exceptional results.

Job Analysis Self Study Guide

How will the
Drake Job
Analysis help
me create a
high
performance
culture?

©1998 Management Communication Systems, 4000 Bridgeway  Suite 404, Sausalito, CA  94965  Tel: 415.339.2990

What’s the
Big
Picture?
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How would
the Job
Analysis
System be
used in
Performance
Management?

Job Analysis Self Study Guide

Performance Management

It is extremely important for an organization to have an
effective performance management system in place to tell
employees how they are doing, to motivate them, and to
reward them. However, a poorly constructed performance
evaluation system can do more harm than good. The Drake
Job Analysis results provide the foundation for the
E.C.H.O.S.  job-related performance management system.
The Drake Job Analysis can also be used to customize an
existing performance management system. A performance
management system based on Drake Job Analysis is easy-
to-use, insightful, and legally defensible.

TIP
Call Drake to
find out more
about their
E.C.H.O.S.
performance
management

process.

KEY POINT
Drake Job Analysis can make a good

performance management system even
better.
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What steps
constitute the
Drake Job
Analysis?

Job Analysis Self Study Guide

Step One  is to assess your needs. You
can choose to implement a system to
increase hiring effectiveness or a system
to increase management effectiveness -
or choose an integrated system to do
both.

Step Two  is to identify your top
performing Job Experts. The Drake Job
Analysis Process is founded on a solid
understanding of the effective behaviors
of highly successful incumbents.

Step Three  is to Survey the Job Experts.
The state-of-the-art Drake P3
Assessment Technologies identify the
key behaviors, core competencies, and
essential values, attitudes, and
personality traits are unique to your Job
Expert population.

Step Four . Using established behavioral
science research methods, Drake will
analyze the collected data. Our Job
Analysis experts will produce a
preliminary draft of the Success
Template for your target position. Drake
will also identify the key values and
attitudes of your top performers.

Step Five  is a Job Experts
Teleconference. Drake Job Analysts will
facilitate a teleconference with a group
of Job Experts.  Drake will gather
concrete examples of effective and
ineffective performance, in the context
of the target position’s key skills.

Step Six  is the completion of the  Drake
P3 Success Profile. The Success Profile
identifies the personality patterns which
most naturally support the behaviors that
contribute to effective performance.

Step Seven  is to apply the insights
gained from the Success Profile to
increase selection effectiveness and
productivity. The Drake P3 system
produces  customized Behavior-Based
Interview Questions, customized
Performance Management processes,
and customized 360 Degree Feedback.

1.  Choose Drake
Job Analysis Process

2.  Identify Your
Job Experts

3.   Survey
Job Experts with Drake Job

Analysis Surveys

4.  Drake will analyze the
data and produce

a preliminary
�Success Profile�

5.  Drake will interview
Job Experts to

validate and customize
the Success Profile

6.  The Success Profile
links competencies to

behaviors and behaviors
to Drake P3 personality

traits

7.  Success Profile
generates Drake P3

Behavior-Based
Interview questions and

additional features
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Selecting the Right Jobs

Once you choose to implement the Drake Job Analysis
Process, you’ll need to decide which jobs you want to
analyze and, in particular, which job you should analyze
first. If someone in your organization has requested a
job analysis for a specific job, the decision has already
been made for you. On the other hand, if you will be
making the decision, there are several factors to
consider:

Outcomes  - Because job analysis forms the foundation
for so many human resource programs, you need to
consider the long-range human resource needs and
goals of the organization. Review the list of common
uses for job analysis information. Will you be recruiting
candidates for a specific job? Have you received
complaints about your compensation program? Do you
want to develop training programs that will meet the
organization’s needs? Are you concerned about having
a selection system that is fair and legally defensible?

Needs  - Once you have created a “wish list” of the
issues that a job analysis can address, you can prioritize
your needs and decide which jobs to analyze to meet
those needs.

Job Families - Many organizations are looking for the
competencies that encompass many job descriptions.
The Drake Job Analysis Process will help companies
find the core competencies across a department or
inside of a “family of positions” (e.g. “all administration
functions”).

Step One.

What jobs
should I
select for a
Drake Job
Analysis?

Job Analysis Self Study Guide

KEY POINT
Drake uses proprietary questionnaires
and processes that make it easy to

evaluate any position within your
organization.

1.  Choose Drake
Job Analysis Process
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Job Expert Research

Research suggests that high performing incumbents
provide the most accurate information about the job. The
Job Experts you survey should be knowledgeable and
experienced in the target job. They should be top
performers in areas that you currently measure.

The following chart will give you a good idea on the ratios
needed for  a successful Job Analysis Process.

If a company is creating a success template for a newly
created  position, management and human resource
personnel can complete a portion of the survey process.
Drake’s extensive network of resources enables us to
survey Job Experts in similar positions in other
companies to create an accurate success template for
the new position.

Selecting Job Experts that encompass a cross section
of gender, race, and age ranges is helpful in addressing
equal employment opportunity related issues.

Identifying exactly why a Job Analysis is needed enables
Drake to focus their research and produce even more
practical results. Do you need to develop a selection test
or interview, re-engineer a job, construct a performance
evaluation system, or bring on board a new sales team?
Providing Drake with this information will help us help
you better.

Step Two.

How many
Job Experts
should I
select and
who should I
select as
Job Experts?

Job Analysis Self Study Guide

 1-5 Survey all incumbents.
 6-12 Top 5 expert incumbents.
13-20 Top 7-8 expert incumbents.
20-50 Top 8-10 expert incumbents.
51-500 Top 10-15 expert incumbents.

       Total Target      Number of Incumbent
     Job Population       Job Experts Surveyed

2.  Identify Your
Job Experts
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How do I
enroll my
team in
nominating
Job Experts?

Job Analysis Self Study Guide

ABC TECHNOLOGIES

Dear Manager,

In an effort to help our human resource and training personnel deliver maximum value to our employees, we
have acquired the Drake Job Analysis Process.  The Drake P3 system will enable us to accurately measure
performance of our top Account Executives. Our team will use these performance measurements to impact both

recruiting and performance management.

Please note that Drake will hold the results from the Job Analysis Process in strict confidence.  Results will not be

available for performance appraisal purposes, and copies will not be kept in employee personnel files.  The
outcome is to build a Success Template of our top performers so that we can build more effective recruiting
models, training initiatives and performance management processes
Ensuring the success of this program depends on developing valid performance criteria and building a positive
perception of our efforts in the minds of our employees.  And I need your help to achieve both of these
objectives.  To kickoff this System, we must build a focus group of high performing employees to identify the
core competencies and key behaviors necessary for performing effectively in our first target position – Account

Executive.

Creating a complete picture of the Account Executives core competencies and success behaviors requires focus

group participants that you feel excel in their positions.  You should select individuals for the focus group that are

excelling but new to the position, Account Executive that are excelling that have been in the position for a while.

You want to factor in consistent, year in year out performance.  You want to look at intangible resultsAt your first opportunity, please consider which of your high performing employees you think would positively
contribute to identifying the core competencies and key behaviors for our Account Executive position.  Please
forward your list of names to me, for confirmation.  From your district, we need:1. Two high performing new Account Executive’s.2. Two high performing tenured Account Executives.

From start to finish, we will need three to four hours of time from the Account Executives.  Here are the
responsibilities for each of these participants.

Step One: Complete and return the Drake P3 Core Competencies Questionnaire (60-75 minutes)
Step Two: Review Conference Call Workbook  (15-20 minutes)Step Three: Participate in a conference call with a Job Analysts from Drake (90-120 min..)Because the Drake Job Analysis System can be used as multi-rater based measurement system, it is crucial that

we garner and maintain the support of our employees.  And it is possible that some employees may feel slighted

if not asked to participate in the focus group.  We can manage this situation by emphasizing that this is a pilot
program, and that they will have future opportunities to participate in focus groups or evaluation teams.We want you to feel confident answering basic questions about the System and its objectives.  To build your
knowledge about the System and its objectives, we will be scheduling a conference call with Drake.  The
purpose of the call will be for you to meet our partners at Drake, learn more about the Drake System, and ask
any questions you may have.

For now, please send me a list of those employees you think would positively contribute in a focus group to
identify the core competencies and key behaviors necessary to perform effectively in our Account Executive
position.  I will be in touch with you shortly regarding your availability to participate in the conference call with
Drake.

Best Regards,
Joe Manager

Criteria

We suggest that managers use the following criteria when
nominating Job Experts:

Availability
Exceptional Job Performance
On-the-job more than 6 months
Ethnic and gender diversity
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Step Three.

What kinds of
surveys do
you use?

Job Analysis Self Study Guide

Job Analysis Questionnaires

The Drake Team utilizes proprietary booklets and questionnaires,
which are completed by your Job Experts. The Drake team will partner
with your Team Leader to ensure effective completion of the Job
Analysis questionnaires.  Your Team Leader will distribute the Drake
Job Analysis questionnaires to the Job Experts, collect them, and
forward them to the Drake Team for analysis.

KEY POINT
Job Experts should plan on scheduling
between 60 to 75 minutes to complete
the various surveys which comprise the

Job Analysis Questionnaire.
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Job Expert Conference Call

Drake Job Analysts will facilitate a teleconference with
your group of Job Experts. Working from the Job
Analysis Questionnaires received from the Job Experts,
Drake will gather examples of effective and ineffective
performance, in the context of the job’s most important
basic skills. The purpose of the interview is to verify the
information Drake obtained in the surveys. The Job
Experts will share recent stories illustrating what
successful performers do, and how they do it.  We will
also be linking the core competencies and key behaviors
to the specific duties and responsibilities at which the
Job Experts excel.

One and one-half hours is usually adequate for
interviewing job experts. If the target job requires a large
number of technical skills, the interview may last as long
as two hours. Jobs in upper management that have far
reaching and varied responsibilities also may require a
two hour interview.  Plan to have your Job Experts
participate in the teleconferences in groups of 4-5.

Step Five.

What
happens
during the
Conference
Call?

Job Analysis Self Study Guide

5.  Drake will interview
Job Experts to

validate and customize
the Success Profile
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Graphical Representation

The “Success Template” gives your managers a
baseline for effectively questioning job candidates, and
even generates advertising copy for writing effective
recruiting advertisements.  This baseline also provides
the foundation for all of the applications of a Drake Job
Analysis.

Step 6.

What results
will I get from
a finished
Job Analysis
process?

Job Analysis Self Study Guide

TIP
Use the

Communicating
with Style
Self Study

guide to learn
more about
Drake P3

technology.

6.  The Success Profile
links competencies to

behaviors and behaviors
to Drake P3 personality

traits
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Job Analysis Self Study Guide

What are
some of
the
applications
generated
by the Job
Analysis
System?

7.  Success Profile
generates Drake P3

Behavior-Based
Interview questions and

additional features

Candidate-to-Job Matching
Report with Custom
Interview Questions

Job Review
360 Degree Review
& other
Performance
Management tools.

Pre Interview Guide
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How long
does it take
to complete
the Seven
Steps of the
Drake Job
Analysis
Process?

Job Analysis Self Study Guide

Time Line

The Drake Job Analysis process has been designed to
carry out each of the steps of a job analysis in an efficient
and timely manner. Once you have a group of Job
Experts selected, Drake will send the questionnaires.
The key variable is the length of time it takes for all the
job experts to return their completed questionnaires.

Steps 2 and 3:
1 Week:  Send out introduction letter and Job Analysis
Questionnaires:

60-75 Minutes:  Job Experts fill out survey.

Variable:  - Job Experts’ response time.

Steps 4 and 5:
1 - 2 Weeks: Analyze data and schedule conference
call interviews.

15-20 Minutes:  Conference Call Workbook.

90 - 120 Minutes:  Conference Call.

Variable: - Job Experts’ availability.

Steps 6 & 7:
1 - 2 Weeks:  Analyze conference call information, verify
success template, write interview questions or
performance management process and program the
Drake P3 software accordingly.

KEY POINT
The expedited Drake Job Analysis

System can produce a Success Profile
in under two weeks depending upon the

commitment of the Job Experts.
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ABC TECHNOLOGIES
1/1/98

Dear Job Expert:

As you know, ABC Company is using the Drake Job Analysis Process to
conduct research of the Account Executive job in order to document the
various requirements of the job. When complete, this job analysis will be
used to hire and train our new sales force. This is a very important project to
me, one that embodies our company’s commitment to continued success.Your input on this project is essential. Please contribute to this important
effort by completing the enclosed Drake job analysis questionnaire. The
purpose of the survey is to gather data on the importance of the key behaviors,
core competencies, the duties and responsibilities, and the personality traits
of top performers.

Your survey responses will be kept confidential. Data from completed surveys
will be pooled and job analysis findings will be reported in group averages
only. No one other than the job analyst will see an individual’s responses.
Once the project is complete, each department will get a copy of the report.
In addition, the findings will be presented in a departmental meeting that will
include discussion of ways to use the results. Results will not be available
for performance appraisal purposes, and copies will not be kept in employee
personnel files.

Please return the completed survey to Drake at 4000 Bridgeway Suite 404,
Sausalito, CA 94965 by 4/1/98 Thank you for your cooperation and support.Sincerely,

Joe Manager
ABC Company

©1998 Management Communication Systems, 4000 Bridgeway  Suite 404, Sausalito, CA  94965  Tel: 415.339.2990

.

How do I
introduce the
questionnaires
to the Job
Experts?

Job Analysis Self Study Guide

Introduction Letter

Use the following letter to introduce both the position
and the process to your Job Experts:



23

What are
some tips to
minimize the
variable
factors in
completing a
Job Analysis
Process?
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Helpful Hints to Enroll Your Job Experts

Notification of Job Experts  - Nobody likes surprises
when it comes to additional work. Get the word out, formally
or informally, that the Drake Job Analysis Questionnaire
will be coming.

Accountability  - Let each Job Expert know that the project
can only move ahead if all the questionnaires are returned.
Hold them accountable for completing their Questionnaire
by the due date.

Recognition  - Let them know that they were selected
because of their superior performance.  Appeal to the fact
that this is an elite group and will help define the culture for
the future of the organization.

Explain Why It’s Important  - Whenever information about
the job analysis project is being provided, win buy-in by
answering the question people are thinking:  “What’s in
this for the company and (more importantly) for me?” You
will want to define the benefits for the company and for
them personally. You may say that survey results will be
used to:

“...improve the selection system to ensure
that new hires can perform as part of the
team right away!”

“...update the classification and salary
information, which could result in raises!”

Use VIP Clout  - It never hurts to explain top management’s
interest in making this project a success and its concern
with getting full cooperation. Have a Very Important Person,
preferably one known for holding people accountable, sign
the cover letter.

Job Analysis Self Study Guide
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More Helpful Hints to Enroll Your Job Experts

Return Deadline - We add a return deadline to help the Job
Experts’ motivation. We work with you to make sure survey will
not go out during peak workload periods, such as during holidays
or when quarterly reports are due. Give respondents enough time
to complete the process, but not so much time that they will put it
at the bottom of the pile and forget it.

Promise Feedback  - People are curious about their Drake P3
Communication Profiles results. They will want to see their own
personality traits. Explain how you plan to communicate the results
and people will be more willing to spend their time on the survey.
Some possible methods include sending each area a copy of the
job analysis report or giving presentations on the data. Don’t forget
to follow up!

Ease of Return - We enclose a return address and stamped
mail package. The expedited Drake Job Analysis Process uses
an overnight mail service.

What else
can I do to
encourage
the
enthusiastic
participation
of my Job
Experts?
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KEY POINT
The enthusiastic participation
of the Job Experts depends on

their understanding of the
process and outcomes of the

 Job Analysis.
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How do I
calculate the
real costs
associated
with
employee
turnover?
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Cost of Turnover Analysis

Employee turnover costs money and the cost typically
is a lot higher than most managers think.  Many
companies have identified employee-turnover costs as
ranging from 35% to 100% of the employee’s annual
salary.

Stop for a moment an calculate your own costs
associated with employee turnover.

Tangible Costs:

Lost Productivity while position is vacant or not filled

Recruiting costs: advertising and/or agency fees

Screening costs: resume review, responding to
inquiries, providing information about the job

Interviewing costs: time spent in communication with
the candidates, arranging interviews, phone interviews,
conducting face to face interviews

Evaluating cost: time spent comparing candidates,
evaluating the candidates and making a selection

Negotiating the job offer and start date.  Expenses
associated with starting over when a candidate
 refuses the offer

Integration costs associated with the new hire

Training Costs for both technical knowledge and
behavioral skills (travel, hotel, seminars

Costs associated with reduced efficiency

Salary and benefits during start up

Administrative overhead including equipment,
lease space, stationary, telephone, desk

Opportunity cost associated with not making it

Other identified tangible costs

Total Tangible Costs

X 4  Intangible factor

Total Cost of Turn Over

KEY POINT
Intangible costs
include missed
opportunities,

customer
dissatisfaction,

continuity
breakdowns,

damaged
relationships,

etc.

Research
shows that

intangible costs
are 4x greater
than tangible

costs!
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Updating a Job Analysis

A job analysis is a “snapshot” of a job as it existed when
the information was gathered, but the job may change
over time. Using old information  as the basis for your
selection, promotion, or compensation systems is
strategically unsound. To determine whether you should
update or revise the job analysis, consider the following:

Quality/Completeness  - Review your old job analysis
report to evaluate the quality of the data. Are the core
competencies and key behaviors well written? Are they
linked to the jobs duties and responsibilities? Are the
core competencies and key behaviors linked to
behavioral traits? Are you actively using the information
in hiring, performance management, or training? If the
answer to any of these questions is “no,” plan to update
the job analysis.

Job Changes  - Many jobs evolve quickly while others
remain essentially the same over time. If you suspect a
job has changed, conduct a meeting and ask job experts
to review the job analysis data. If the job duties or
essential competencies / behaviors have changed, it’s
time to update your data.

Time  - Updating job analysis data every five years used
to be a professional rule of thumb. However, in today’s
rapidly changing world, job evolution has accelerated
along with everything else.

Personality Traits  - The Drake Job Analysis Process
is the only instrument that links core competencies and
key behaviors to personality traits. The additional
information on personality traits will enable your
organization to make better hiring, performance
management, team building and training decisions.

Legal Changes  - Outdated job analysis data may not
contain all of the information that you need. In particular,
the recently enacted A.D.A. legislation requires that the
“essential” job elements be identified (key behaviors and
core competencies) and that physical requirements also
be documented. Past job analysis efforts rarely
collected this data.

We have
already done
a Job
Analysis,
why should
we do
another?

Job Analysis Self Study Guide

KEY POINT
Keep the

information on
your jobs

up-to-date.
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The Law

Drake Job Analysis results are an important tool in
helping organizations ensure that all employees are
treated fairly and equitably during the job selection
process, regardless of race, religion, or gender. In
addition, job analysis can play an important role in
helping businesses to comply with laws protecting the
disabled.

These laws protect “qualified individuals with a disability”
from job discrimination. The term “qualified individual”
means that the candidate has the necessary
knowledge, skills, abilities, and other characteristics
needed to perform the “essential” functions of the job,
regardless of disability.

Note that even if the disability prevents the person from
performing some functions of the job, the laws state
that an employer must make “reasonable” efforts to
accommodate the person and the disability.
“Reasonable accommodation” means that employers
must either restructure jobs to eliminate the elements
that can’t be performed or provide disabled persons
with assistance in performing those functions.

The Drake Job Analysis System defines the essential
functions of a position, enabling employers to determine
just which candidates are “qualified individuals.”

What are the
legal
ramifications
of not having
a Job
Analysis on
a particular
job?

KEY POINT
Staffing

practices
must comply

with legal
requirements.
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Talking About Drake

If you have read all the ideas and concepts up to this
point, hopefully, you are convinced that the Drake Job
Analysis is the right choice for your organization.
However, others in your organization may not be quite
so enthusiastic when you present the idea to them. They
will need to be convinced of the merits of the process.
The best way to “sell” the Drake Job Analysis System
to others is to discover their needs and objectives and
then determine how job analysis can be used to meet
those needs.

For example, suppose that you would like to conduct a
job analysis of several sales positions in your
organization. You also know that senior management
would like to introduce a new sales system to the sales
force. You probably will have the greatest success in
getting support from upper management by
emphasizing how job analysis can boost the success
of the new sales system. You can show them how job
analysis will identify the skills required to use the new
system and how you can ensure that the sales force is
trained in those skills. Using this approach, you will
receive support for your project while, at the same time,
contributing to the success of someone else’s project!

We believe that the Drake Job Analysis System is the
premier Job Analysis tool on the market.  It is extensive
and efficient, integrated and complete, accurate and
easy-to-use. Above all, it produces results.  We believe
this process provides an exceptional value.  Ask your
account representative about how you can either pilot
or implement the Drake Job Analysis System today.

You’ve
convinced
me.
How do I
enroll others
in the Drake
Job Analysis
System?

Job Analysis Self Study Guide

TIP
Learn more
about Drake

P3 in the
Drake

Capabilities
Guide.

The Right
Choice is

Drake!
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Advantages of the
Behavior Format

-Comprehensive.
-Looks at each behavior.
-Highlights Low medium and
high priority questions.
-Clearly links duties and re-
sponsibilities to each question.
-Shows potential challenges for
the job.
-Each candidate has the same
interview questions.
-Give the interviewer the
probes to each question.
-Good format for first time
Behavior-Based Interviewers
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What does a
“Behavior
Format”
Interview
Guide
look like?

Job Analysis Self Study Guide

KEY POINT
The “Behavior Format”

focuses questions on the key
behaviors for a specific job.

Disadvantages of the
“Behavior Format”

-Long.
-Provides a tremendous amount
of information.
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What does
the
“Competency
Format”
Interview
Guide
look like?
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KEY POINT
The “Competency
Format” focuses

questions and role plays
on specific competencies

for an individual job.

Advantages of the
Competency Format

-Easy to follow.
-Looks at each competency.
-Shows potential challenges for
each candidate.
-Each candidate has the same
interview and role play questions.
-Easy to place optional role plays
(Behavior-Based Situational
Interviews)
-More time to probe in-depth on
each question.

Disadvantages of the
“Competency Format”

- Probes are not provided.
- If you choose to use role plays they
are difficult for new interviewers to
conduct well.
- Duties and responsibilities are not
linked into the interview guide.
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What does
the
“Personality
Format”
Interview
Guide
look like?
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KEY POINT
The “Personality Format” probes potential

challenges based on a candidate’s
personality traits.

Advantages of the
“Personality Format”

-Looks at each personality trait.
-Focuses each questions on the
challenges for each candidate.
-Frames each question for the
interviewer.
-Give the interviewer the probes to
each question.
-Good format for first time Behav-
ior-Based Interviewers.
-Short format.

Disadvantages of the
“Personality Format”

- Each candidate will receive a
potentially different interview.
- May have a harder time linking the
questions to competencies an
behaviors as the links are not
presented.



32

©1998 Management Communication Systems, 4000 Bridgeway  Suite 404, Sausalito, CA  94965  Tel: 415.339.2990

Since we will
also have use
of the Drake
P3 software,
what are
some of the
other
capabilities of
this
technology?

Job Analysis Self Study Guide

TIP
Read the Drake P3

Capabilities Guide to
further understand the

power of Drake P3.

The Drake P3 Toolbox

The Drake P3.expert  software is a multifaceted Human Resources
and Management instrument. The following map will give you an outline
of the capabilities of Drake P3.

Selection.expert
Job Profile Survey   (Simplified 20 minute job Analysis Process)
Job Profile Report   (Job Analysis result from above survey)
Job Trait Graph   (Graphical representation of the Success Profile)
Suggested Advertising Copy   (Advertising report)
Candidate Survey   (Validated survey based on adjectives)
Candidate Profile   (Candidate Personality traits and Challenges)
Trait Graph   (Graphical representation of the Candidate)
Profile Verification   (Built in validity for Personality Trait Report)
Candidate Ranking Reports (Compare all interviewed candidates)
Job to Candidate Matching Reports (Produces interview questions
Candidate Scoring Sheet (Statistically rates all candidates)
First Interview Ranking Report (Reports on possible “Hires/No Hires”)
2nd Interview work sheet (Statistically rates all candidates)
2nd Interview Ranking Report (Reports on possible “Hires/No Hires”)

Managment.expert
Communication Survey   (Validated survey based on adjectives)
Communication Profile   (Employee personality traits and challenges)
Trait Graph   (Graphical representation of the employee)
Profile Verification   (Built in validity for Personality Trait Report)
Manager to Staff Comparison (Highlights communication challenges)
Peer to Peer Comparison (Highlights communication challenges)
Motivation Review Survey (Discover how staff is flexing traits)
Motivation Review Report (Facilitates job satisfaction)
Job Profile Report   (Job expert traits)
Staff Performance Overview   (Performance work sheet)

Team.expert
Team Scatter Graphs (Appreciate behavioral strengths and weakness)
Team Development Graphs (Develop an ideal team)
Team Communication Report (Team learns how to flex traits)
New Hire Integration (Have new employees get a fast start)

Performance.expert
360 Survey (Use Job Analysis Data for 360 analysis)
360 Report (Graphical report with performance suggestions)
Personal Perception Survey (Survey for team members perceptions)
Personal Perception Report (Comparison team vs. own perceptions)
Coaching Report (Interactive coaching format for development)
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Take a
moment to
review your
skills.

Answer these
True/False
statements...

...and then
check your
answers to
find out
how much
you’ve
learned.
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3. The most successful way to conduct a Job Analysis is to have only the
manager fill out the questionnaire on a given job.
(  ) True  (  ) False

4. A core competencies is a broad category that includes the knowledge
and skills of a Job Expert.
(  ) True  (  ) False

5. Key behaviors detail the actual functions, abilities and actions that a
person will take when doing their job.
(  ) True  (  ) False

6. Personality Traits let us know if the candidate has any personality of
not.
(  ) True  (  ) False

7. Legal requirements makes it a good idea to collect information on the
gender, race and age of the Job Experts.
(  ) True  (  ) False

8. All Job Analysis processes have a time consuming, complicated and
difficult set of procedures in order to obtain accurate results.
(  ) True  (  ) False

Skill Review1. A Job Analysis Process is a tool to discover the core
competencies, key behaviors and personality traits
associated with a job.
(  ) True  (  ) False

2. A Job Analysis provides a structured way to answer
the question “What do you do?”.
(  ) True  (  ) False

TIP
Page 34 has
the answers.
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Check to see
how well you
have done.

Remember:

Please call
Drake at
1-800-GO-
DRAKE
to learn more
about the
Drake Job
Analysis
System.
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3. False.   Research shows the most successful way to conduct a Job
Analysis is to have high performing job incumbents fill out the surveys
for a specific job.

4. True.  Core competencies are a broad category that includes the
knowledge and skills of a Job Expert.  They also are the category that
includes a job’s key behaviors.

5. True.   Key behaviors do detail the actual functions, abilities and
actions that a person will take when doing their job.  The key behaviors
are the action statements that describes what specifically a person
does when excelling in a given position.

6. False.   Personality Traits let us know specific potential challenges a
candidate might have when demonstrating a specific core competency
or demonstrating a key behavior.  The Drake P3 personality traits
measured are Dominance, Extroversion, Patience, Conformity, Energy
Level, Decision Making Preference and Stress Levels.  Each category
has positive attributes and challenges for any position.  Personality
Trait knowledge will help guide both interview and management
functions.

7. True.   Legal requirements specifically want to make sure that any
process used to hire promote or manage employees does not
discriminate or put at a disadvantage any individual on the basis of
gender, race and age.

8. False.  With the Drake Job Analysis Process, never before has it
been easier to collect relevant data on a specify job or on a family of
jobs.

Answers1. True.   A Job Analysis Process is specifically
designed to discover the core competencies, key
behaviors and personality traits associated with a
specific job or with a family of jobs.

2. True.  A Job Analysis is a seven step sequence that
can truly answer the question: “What do you do?”.
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If you looking for additional Drake educational
offerings you can find them at www.drakep3.com,
including:

Communicating with Style Self Study Guide $17.95
Selecting the Best Self Study Guide $17.95

Selecting the Best Video $595.00
Communicating with Style Video $595.00

Behavior Based Interviewing &
Behavior Based Coaching
2 Day Public Seminar $595.00

Drake P3 CD-ROM $895.00

Please call Drake if have any questions
regarding these products:

1-800-GO-DRAKE
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