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1. Purpose—using social, cognitive, and I/O psych, outlines 16 potential sources of inaccuracy in job analysis

2. Job analysis (JA)—one of the most widely used organizational data collection techniques

a. Forms foundation for virtually every other HR management system including selection, performance appraisals, training, career development, workforce planning, safety, and licensing requirements

b. Mandated to meet Uniform Guidelines (1978)

c. Estimated costs--$150,000-$4,000,000

d. Based on human judgment and inaccuracies possible—and validity of JA info rarely questioned and other systems validated against JA, so inaccuracies can have profound effects, like…
i. creating adverse impact

ii. increasing recruiting costs

iii. creating inequities among employees if used to determine pay

iv. inadequately preparing workforce if used for training

3. sources of inaccuracy

a. social —created by normative pressures from social environment and reflect that individuals act and reside in social context

i. divided into social influence and self-presentation processes

b. cognitive—reflect problems that primarily result from the person as an information processor with distinct limitations

i. divided into limitations or biases in individual-processing systems

c. 16 psychological processes that constitute specific sources of inaccuracy and effects most likely cumulative

4. 6 effects of inaccuracy on JA
a. Interrater reliability—consistency across raters and indexes rater covariation

b. Interrater agreement—absolute level of agreement across raters and thus assesses extent to which raters make similar ratings

c. Discriminability between jobs—between-jobs variance and ability to distinguish between jobs

d. Dimensionality of factor structures—degree to which factor structure ratings are complex or multidimensional

e. Mean ratings—inappropriately elevated or depressed ratings

f. Completeness—comprehensiveness of JA info

g. reflect underlying issues of reliability (e.g. reliability and agreement) and validity (e.g. discriminability, dimensionality, mean ratings, and completeness) in JA data

h. Table 1—integrates the 16 sources of inaccuracy with the 6 possible effects on JA

5. inaccuracy vs. real differences

a. there are differences within jobs due to differential employee assignment or varying work demands in different positions with same job title—can be explained by leader-member exchange and role theory
i. using task-based surveys and relative-time-spent ratings maximizes within-job differences
ii. using more abstract rating dimensions (e.g. importance or difficulty) and applying or not applying ratings typically produces fewer differences

iii. certain aspects, such as autonomy, influence within-job variability because allow jobs to be performed differently

iv. interpret observed differences cautiously

v. other research examined age, sex, race, experience level, performance level, and education or cognitive ability

1. mixed results—some research finds differences where other research does not

2. when found, effects tend to be small and difficult to interpret—unclear whether differences due to perceptual differences (reflecting inability to accurately report job info) or differences in task assignments (reflecting true job differences)

3. research or practitioner must guard against the 16 processes leading to inaccuracy while critically evaluating meaning of any observed differences or inflated agreement—the 16 processes unlikely to reflect true job differences because not logically related to potential differences in job tasks and are grounded in psychological theory that explicitly reflects processes, limitations, and biases that reduce accuracy

6. JA facets
a. Job-specific vs. worker-specific
i. Job-specific—job tasks, work procedures

1. less likely to require subjective inferences, so inaccuracy less of an issue than with worker-specific

2. rating specific and concrete task statements

3. some subjective inferences needed when judging consequences of error because

a. respondent has never committed the error

b. some subjectivity needed when judgments of task importance are made

c. new incumbents and supervisors often have to make inferences when judging tasks they never performed

ii. Worker-specific—worker requirements (KSAOs)

1. more abstract inferences needed and rating stimuli less discrete and observable (particularly with ability and other worker characteristics)—more susceptible to sources of inaccuracy

2. ex. PAQ (position analysis questionnaire)—relies on worker-oriented descriptors and collects ratings on decision making, reasoning in problem solving, educational requirements, oral communication, personal and social aspects of job, and various job demands (e.g. attention to detail, updating job knowledge)

b. specific analysis activity

i. generate—production of job info (e.g. generating critical incidents, task statements, lists of KSAOs)

1. susceptible to many sources of inaccuracy

ii. judge—process of evaluating job information (e.g. rating frequency, importance, time spent, difficulty to learn)

1. susceptible to all sources of inaccuracy

c. 4 different data collection methods—relevance of inaccuracy depends on method

i. Group meeting

ii. Individual interview

iii. Observation

iv. Questionnaire

d. 3 sources of data—relevance of inaccuracy depends on source of data

i. Incumbent

ii. Supervisor

iii. Analyst

e. 3 different purposes of job analysis

i. Compensation

ii. Selection

iii. Training

iv. All susceptible to inaccuracy, but effects greatest if there is a personally valued outcome for respondent (e.g. compensation)

7. 16 sources of inaccuracy
a. Social sources

i. Social influence processes
1. conformity pressures

a. groups can exert considerable normative influence to reach consensus

b. greatest pressure when rules require unanimous decision

c. JA committees have implicit or explicit rules requiring unanimous decision—may reduce accuracy by causing individual to respond differently than he thinks

d. Factors moderating conformity

i. Status of committee members may influence level of conformity within group—leader-subordinate dyads: subordinates more likely to conform

ii. Use of exchange tactics (e.g. suggesting the sooner the group reaches agreement, the sooner they’ll finish)

iii. Impact of organizational norms on discrimination in subjective appraisals

e. impact

i. exaggerate or diminish job requirements
ii. inflate reliability and agreement estimates

f. proposition 1: Conformity pressures may lead to inaccuracy in the form of inflated interrater reliability and agreement estimates.  These pressures are more likely when the committee is required to reach consensus, when there are strong organizational norms regarding jobs, when members of the committee differ widely in status, or when individuals engage in influence tactics.
2. extremity shifts

a. a.k.a group polarization—member opinions shifting to more extreme judgments following group discussion

b. direction of shift (risk vs. caution) depends on members’ initial judgments—if initially think job is complex, after group discussion think job is extremely complex

c. occur as result of exchange of info (whereas conformity occurs through influence of norms)

d. affects mean ratings (whereas conformity has more of an effect on rating variance)

e. the greater the initial judgment disagreement (having dissenters in the group), the more accurate the group judgment

f. proposition 2: Extremity shifts may lead to inaccuracy in the form of either inflated or deflated job requirements or mean ratings (although inflation is more likely), incomplete JA information, reduced dimensionality, and inflated agreement.  Such shifts are more likely when initial individual judgments are extreme, when unanimity is required, when individuals hold similar opinions prior to group discussion, when there are no dissenters in the group, and when individuals do not fully share or discuss all the info they have regarding a job

3. motivation loss

a. failure to participate due to lack of motivation
i. social loafing—decrease in individual effort due to social presence of others, results from inability to identify individual member contributions

ii. free-rider effects—tendency of individuals to withhold effort if they feel they can receive sufficient outcomes by letting other do the work

iii. combined into general term: propensity to withhold effort—moderated by motivational and circumstantial factors

b. proposition 3: Motivation loss may lead to inaccuracy in the form of incomplete JA info, reduced discriminability, and reduced dimensionality.  It is more likely when individual contributions are not visible or cannot be evaluated, when the task is not meaningful to the respondents, when individual contributions are perceived as redundant, when individuals are not accountable, or when the group is large.

4. effects of social influence processes on JA facets
a. likely to operate on both job- and worker-oriented job descriptors—effect likely to be greater to extent that less verifiable and more inference-based info being collected

b. motivation loss likely to affect generation of info—lack of participation directly influences generation process

c. all 3 processes occur when making judgments

d. method

i. all 3 problematic when collecting data in a meeting—all 3 occur primarily in group settings where interpersonal dynamics often result in process losses

ii. conformity pressure occurs with other methods  because operation of norms doesn’t require group to be present

iii. motivation loss likely with anonymous, lengthy, or uninteresting questionnaires

e. data source

i. incumbents highly susceptible to all 3 because have lower status in meetings, more subject to group norms, and less motivated to provide JA info

ii. supervisors susceptible to extremity shifts, but not motivation loss or conformity because of leadership status
iii. analysts less susceptible to all 3 because of more objective outsider position and primacy of activity to their job duties

f. purpose

i. all 3 affect JA used for selection and training—individuals have little interest in participating and outcome (e.g. selection requirements) often has little relevance for respondent

ii. compensation affected by extremity shifts, especially upward direction—conformity and motivation loss not so much because individuals expected to resist conformity and be highly motivated as result of personally valued outcome

iii. hypothesized relationships from other literature that need more research

ii. self-presentation processes

1. respondents may
a. know or guess reason for JA and intentionally provide responses that don’t represent job accurately

b. respond in a socially desirable manner

c. attempt to cast themselves in favorable light

2. impression management

a. concerned with behaviors people direct toward others to create and maintain desired perceptions of themselves

b. reflects what respondents want people to think job entails

c. preposition 4: Impression management may lead to inaccuracy in the form of inflated job requirements and ratings.  It is more likely when individuals are accountable for the info, when there is ambiguity, when individuals are encouraged to self-monitor, when the audience is high status, when the situation is evaluative in nature, or when the outcome Is personally valued.

3. social desirability

a. a need for social approval and acceptance and the belief that this can be attained by means of culturally acceptable and appropriate behaviors

b. in JA—organizationally appropriate behaviors reflecting organization’s culture

c. incumbent could attempt to gain approval from job analyst, supervisor, or organization itself

d. supervisors and incumbents tend to inflate responses, not analysts

e. proposition 5: Socially desirable responding may lead to inaccuracy in the form of increased reporting of desirable job info and decreased reporting of undesirable job info, resulting in incomplete job info and inaccurate mean ratings.  This is more likely when the job info is a reflection of the respondent’s value to the organization (e.g. most likely from incumbents, next most likely from supervisors, and least likely from analysts); when there are strong organizational norms regarding the importance of certain tasks, KSAOs, or jobs; and when KSAOs (as opposed to tasks) are being generated or judged.

4. demand effects
a. tendency of individuals involved in research to play role of “good participant” and respond in such a manner as to validate experimenter’s expectations

b. different from social desirability in that

i. job analyst or researcher is object of demand effects as opposed to larger social environment

ii. demand effects are an attempt to meet expectations of others, and social desirability effects are an attempt to gain social approval

iii. don’t have to be socially desirable (when reporting quality or efficiency problems)
iv. although demand effects and social desirability may be same in many situations, don’t have to be

c. individuals may attempt to guess expectations

d. proposition 6: Demand effects may lead to inaccuracy in the form of job requirements that are inflated in a manner consistent with the analyst’s and the organization’s expectations as well as producing greater agreement among respondents.  Demand effects are more likely if supervisory or organizational expectations are directly or indirectly conveyed to incumbents, if the importance of certain task or KSAO statements are overemphasized, if seed lists of tasks and KSAOs are provided, or if incumbents are led to believe that their jobs have become more complex since the last JA.

5. effects of self-presentation processes on JA facets
a. likely to occur with both job- and worker-oriented job descriptors, but most likely with worker-oriented because these tend to elicit socially desirable responses
b. influence both generation and judgment of JA data
c. potentially apply to all methods of data collection

d. source of data

i. incumbents highly susceptible

ii. supervisors less likely because of higher status and less presumed benefit

iii. analysts low across all 3 sources because expected to be relatively autonomous and objective assessors of jobs

b. Cognitive sources
i. Limitations in information-processing systems

1. information overload

a. as amount or complexity of info requiring transformation increases, likelihood of information overload increases

b. many JA contexts require respondents to rate large #s of tasks on numerous dimensions and there may be much redundancy
i. respondents may simplify rating process and view job only in terms of broader dimensions such as overall complexity

ii. respondents may not be able to make fine distinctions among subtle aspects of job or rating scales, especially with large amounts of info

c. proposition 7: Information overload may lead to inaccuracy in the form of reduced reliability, incomplete JA info, reduced dimensionality, and lessened ability to discriminate between jobs.  It will increase as the # of judgments required increases, as the # of dimensions rated increases, when holistic judgments are required, or when the overall amount of info is large.

2. heuristics

a. simplifying strategies

b. 3 types

i. Representativeness
1. tendency for people to judge whether 2 objects or events are related by extent to which they are similar to each other
2. likely to lead to inaccuracy if jobs incorrectly judged to be similar on basis of irrelevant info or if operation of heuristic prevents relevant info from being adequately considered

ii. availability

1. judged frequency of event, which is determined by ease with which examples can be recalled, and ease can include

a. recent or salient job tasks

b. unusual but infrequent tasks

c. extremely complex, important to organization’s mission, or dangerous tasks

iii. anchoring and adjustment
1. manner in which people arrive at final judgments
2. start at initial value (anchor) and adjust from there to make final judgment
3. individuals tend to inadequately adjust from initial value
4. occurs in both individual and group settings and alters judgments of future effort and performance

iv. proposition 8: Heuristics may lead to inaccuracy in the form of reduced discrimination among jobs, reduced factorial dimensionality within jobs, inaccurate mean ratings, and incomplete job info.  The influence of heuristics is more likely when irrelevant aspects of different jobs become more similar (representativeness), when there are memorable or otherwise salient tasks (availability), when jobs differ from respondent expectations (anchoring and adjustment), when respondents have experience with similar jobs (representativeness, anchoring and adjustment), or when respondents are unmotivated or cannot systematically process info because of lack of knowledge, time, pressures, or competing cognitive demands.

3. categorization
a. reduces complexity of external world—minimizes cognitive effort and maximizes info intake

b. outcome of basic perceptual and memory processes

c. subsequent inferences about object made in terms of category, with unique features unavailable
d. recall influenced such that info that was never presented is “recalled” with category-inconsistent info generating better recall

e. when job routinized, incumbents tend to categorize in broad terms

f. especially likely with large # of tasks—implications for analysts because once job categorized, generation or judgment of subsequent tasks biased toward general characteristics and if analysts receive category-consistent info, more likely to rely on categorization to generate job impressions
g. proposition 9: Categorization of jobs may result in less discrimination among jobs, incomplete job info, and reduced dimensionality in JA data.  It is more likely to do so when jobs become routine, when information-processing demands are high, when there is a small amount of info available about the job, when info provided is category consistent, or when respondents automatically process info.

4. effects of limitations in information-processing systems on JA facets

a. inaccuracy with both job- and worker-oriented descriptors, but strong effects with worker-oriented because more complex and contain more abstract kinds of info

b. reflect limitations in ability to judge stimuli accurately

c. heuristics and categorization problematic when generating info because alter ability to recall category-inconsistent info and info that’s not readily available in memory

d. methods

i. especially troublesome with questionnaires because few constraints on info demands

ii. observation methods highly susceptible because of inherent complexity in analyzing jobs by watching incumbents—excessive cognitive demands created by wide array of relevant and irrelevant stimuli and difficulty of inferring worker attributes and mental tasks by just observing

iii. meetings and interviews less susceptible—exchanging info orally slows rate of info flow and likelihood of overload and opportunity for explanation, questions, and discussion may prevent oversimplifications such as heuristics and categorization
e. data sources

i. analysts more susceptible to heuristics and categorization because have less knowledge of job and job is less differentiated for them

ii. supervisors only subject if had large # of subordinates or inexperienced

iii. incumbents and supervisors more susceptible to information overload because analysts accustomed to dealing with large amounts of info and usually responsible for doing very thorough and detailed report

f. purpose

i. information overload likely to influence JA for all reasons, but heuristics and categorization most problematic when JA conducted for selection and training

ii. less reliance on heuristics and categorization for compensation because of heightened precision and personal importance of outcomes

ii. biases in information-processing systems

1. carelessness

a. respondents intentionally respond inaccurately because don’t read each item closely enough, respond inappropriately given wording of question, or respond when fail to attend to rating task

b. less problematic on shorter questionnaries

c. proposition 10: Carelessness may result in reduced reliability, less discrimination among jobs, and reduced factor structure dimensionality.  It is more likely if JA instruments are long and complex, if respondents do not fully comprehend what is being asked, or if questionnaires include numerous items that do not apply to a particular job.

2. extraneous information

a. includes incumbent interest in job, satisfaction, and compensation level

b. attributions such as satisfied incumbent has enriched job because of relationship between job enrichment and job satisfaction more likely with analysts because have more implicit theories about relationships among jobs and other job factors and may have less in-depth job info

c. proposition 11: Extraneous info may lead to inaccurate mean ratings.  Whether the bias inflates or deflates the job requirements or other job info will depend on the nature of extraneous info.  It is more likely to bias JA results when incumbents are homogeneous on the extraneous info (e.g. all high performers, all satisfied, all highly paid) or when analysts are used.

3. inadequate information

a. naïve raters produce ratings that are less reliable and valid than expert raters

b. not individual differences variable because could occur to different people in different jobs

c. amount of job info and amount of training influenced reliability and accuracy of job evaluation ratings

d. proposition 12: Inadequate info among JA respondents may lead to inaccuracy in the form of reduced reliability and completeness of JA info.

4. order and contrast effects

a. order effects

i. primacy effects—exaggerated influence of initial or first-impression info

ii. recency effects—exaggerated influence recent info can have on judgments

b. contrast effects

i. distortions that are caused by differences between stimuli

ii. ex. selection interview—after interviewer consecutively rates several unfavorable candidates, subsequent average candidates are evaluated more favorably

iii. ex. performance appraisal—as proportion of noncompliant subordinates increased, managerial ratings of compliant subordinates rose

iv. found in multiple-rater and multiple-situation assessment center settings

v. timing between each job in JA can reduce contrast effects

c. proposition 13: Order and contrast effects may lead to inaccuracy in the form of incomplete ratings.  Primacy effects are more likely than recency effects, and contrast effects may decay over time.

5. halo

a. occurs when ratings are assigned on basis of global impressions or highly salient features instead of systematically distinguishing among dimensions

b. 2 types

i. True halo—represents extent to which dimensions are correlated in reality
ii. Illusory halo—refers to artificially inflated relationships among dimensions
c. incumbents, supervisors, and analysts could potentially commit halo errors

d. sources of halo

i. if analysts don’t sample incumbents work behavior comprehensively enough

ii. questionnaire instruments that are abstract and have nonconcrete or nonspecific descriptors

iii. if raters aren’t sufficiently motivated, may respond in such a way that they don’t distinguish among various job dimensions, resulting in uniform ratings

iv. cognitive categorization can contribute because details that might distinguish among job dimensions are lost and beliefs about category covariance are created

v. greater under conditions of low job knowledge because judgments based on factors unrelated to actual performance

vi. may represent true covariatoin among dimensions and not inaccuracy

e. proposition 14: Halo may lead to inaccuracy in the form of inflated ratings and reduced dimensionality in the JA data.  It is more likely with incomplete sampling of work info, abstract questionnaire items, low rater motivation, reliance on cognitive categorization, low job knowledge, or a job that is particularity high or low on some dimension.
6. leniency and severity

a. leniency—tendency to give consistently high ratings

i. may be due to unwillingness to be critical

ii. greater likelihood where use of JA info linked to important personnel decisions such as compensation levels

iii. higher with self-ratings, such as incumbent-completed questionnaires

iv. problematic because overestimates job duties and requirements—may lead to excessive compensation costs and may make recruiting more difficult and possibly increase adverse impact levels if overestimate KSAO requirements
b. severity-- tendency to give consistently low ratings

i. less likely in JA situations

ii. occurs in isolated situations—ex. when compensation analyst tries to conserve organizational resources

c. proposition 15: Leniency may lead to inaccuracy in the form of overestimated job duties and requirements as well as reduced dimensionality and restricted variance.  It will be greater when there is an unwillingness to be critical, when info is linked to important personnel decisions, or when incumbent-completed questionnaires are used.  Severity is unlikely to occur.

7. method effects

a. when data collected with same instrument, can be spurious covariation among responses (common-method variance)

b. 2 potential underlying causal mechanisms

i. Consistency--tendency of individuals to remember and maintain consistency with prior responses

ii. Priming

1. influence a questionnaire can have in orienting individual’s attention to certain responses

2. particularly likely—because certain job features may be highlighted or suggested (e.g. complexity, difficulty, danger, etc.) which, in turn, can influence or direct subsequent responding

c. JA particularly susceptible to method effects because of use of incumbent completed questionnaires where incumbents provide all relevant data—completed at same time, by same person, with same questionnaire, which are all conditions under which method effects most likely to influence data

d. proposition 16: Method effects may artificially increase estimates of internal consistency reliability and decrease the dimensionality of the data.  It is more likely when a common response format is used, the questionnaire is long, or the items make very fine distinctions.

8. effects of biases in information-processing systems on JA facets

a. likely to influence both job- and worker-oriented descriptors, but larger effect with worker-oriented because they’re less objective, more abstract, and require greater inferences

b. all sources likely when judging job info, whereas only extraneous and inadequate info likely when generating info

c. method

i. carelessness mainly problem with questionnaires

ii. extraneous info problem with all methods

iii. inadequate info problematic with observational methods because of likelihood that observer will not adequately sample full domain of work behaviors

iv. order and contrast effects most applicable when individual respondents measured in context of other respondents (interviews and observations)

v. halo, leniency and severity, and method effects potential sources of inaccuracy for questionnaires because most of research demonstrating these effects conducted with questionnaires—also likely with observation
d. source

i. incumbents least susceptible to extraneous and inadequate info because have most job knowledge, whereas analysts most susceptible because have least job knowledge

ii. analysts may be least careless because it’s their job responsibility

iii. incumbents most careless because JA may not influence them or their jobs and methodology unfamiliar

iv. analysts most influenced by order and contrast effects because of widest exposure to different jobs

v. incumbents and supervisors likely to be lenient

vi. all 3 respondents show halo and method effects

e. purpose

i. virtually all biases in information-processing problematic in JA conducted for selection, compensation, and training—due to fact that biases subtle and relatively ubiquitous

ii. only carelessness unlikely to affect data when JA conducted for compensation because respondents more likely to attend to rating task

9. Recommendations for research and practice

a. Social influence processes

i. More research concerning how processes operate in JA context

ii. In practice

1. collect ratings or task statements from individuals before and after group meetings

2. verify collected data using other respondents

3. compose committees with equal-status members

4. explore alternatives to unanimous decision rules

5. group member diversity

6. structure meetings so individuals participate fully by taking turns, collecting judgments individually, ensuring accountability, or emphasizing importance of individual contributions

7. have moderate group sizes

b. self-presentation processes

i. more research in JA context—so respondent realizes some potential gain or loss from JA results

ii. in practice

1. collect data from multiple sources (incumbents vs. analysts)

2. use more objective measures (archival records or counts of observable behavior)

3. communicate that all answers will be verified against input of others and outliers won’t be used

4. focus attention on job rather than persons performing job

5. clarify nature of judgments to be made

6. explain need for accurate info

c. limitations in information-processing systems

i. more research needed in JA

ii. in practice, the goal should be to reduce amount and complexity of information-processing demands on respondents to whatever extent possible

d. biases in information-processing systems

i. some research done in JA, but more needed

ii. many practical approaches (the entire section is one long list, so be sure to read it, pg. 647)

e. other recommendations (cut across potential sources of inaccuracy)

i. job info should always be obtained from multiple perspectives

ii. use variety of research methods

iii. structure data collection processes to be clear and understandable for respondent

iv. have close supervision of data collection

f. conclusion

i. research on JA inaccuracy should focus on practical influence inaccuracies have on JA info

ii. research into inaccuracies should be high priority because JA forms basis for virtually all HR activities
