THE POINT P

Creating a job evaluation

omt plan

can help you determine the relative
worth of positions in your association.

By JOHN E. KASPER

ASSOCIATIONS OFTEN FIND IT DIFFI-
cult to determine the relative worth of
various executive positions in their
organizations. The creation of a point
plan of job evaluation can help associ-
ations dle[ermine the relationship be-
tween specific jobs. This type of plan
can be used to develop an equitable
and sound wage and salary scheme.

There are four basic steps you
should follow in creating such a plan:

1. Preparing a list of factors and a
tentative weight assignment for each
factor.

2. Determining the number of “de-
grees” for each gactor.

3. Assigning points to each degree
for final factor weighing.

4. Preparing position analyses using
the factor outline.

If you plan to use the analysis to set
salary levels within your association, a
fifth step would be to create a conver-
sion factor to establish pay scales.

In addition, a point plan will allow
you to create more meaningful job
descriptions for your current execu-
tive positions. It can also help develop
job descriptions and the relative mon-
etary worth for new or planned posi-
tions.

The basic steps

The first step in a point plan in-
volves the preparation of a list of
factors, their definitions, and a tenta-
tive assignment of a weight to each.
The factors should be common de-
nominators found in varying amounts
in the jobs evaluated. The selected
factors should adequately describe
the job without significantly overlap-

ping each other in their scope of
authority or responsibility. Some typi-
cal factors to consider might include:
e committee r;sponsibiliues;

e communication requirements;

e travel requirements;

e commitment to external agencies;
e meeting coordination activities;

¢ budgeting requirements; and

e staffing management.

One simple way to weight each fac-
tor is to assign a relative worth in the
form of a multiplier to the total points
assigned to eacE factor. This method
would require that the base points for
all the factors be equal. For example,
you may decide that the total points
assigned to each factor will be 50.

The weighting would occur through
the assignment of a multiplier to each
factor. If you felt “communication
requirements” was the most impor-
tant factor, you might assign it a mul-
tiplier of .9. If “meeting coordination
activities” is less important, you can
assign a multiplier of .6, and so on.

As an example, the factors can be
weighted in the following manner:

e committee responsibilities—.7

e communication requirements—.9
e travel requirements—.5

e commitment to external agencies—
T

meeting coordination activities—.6
¢ budgeting requirements—.8

e staffing requirements—.7

Since each factor is weighted with a
multiplier, each category should have
the same possible total points—in our
case, it is 50.

Another method that would
achieve the same results would be to
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POINT ASSIGNMENT BREAKDOWN

THE BUDGETING REQUIREMENTS FAC-
tor (BUDREQ) was used in the main
article as an example of how to as-
siin points. Point assignment for the
other factors would be as follows:
o Committee Responsibilities (COM-
RES)
Factors:
1. number of scheduled meetings
2. number of days/meeting
a. one day or less—5 pts.
b. two days—10 pts.
c. three days—1b5 pts.
d. four days or more—20 pts.
e. if weekend day + 5
pts./meetin
3. number o
bers
a. O—three—5 pts.
b. four—eight—10 pts.
c. more than nine—20 pts.
Ranking:
COMRES (total) = factor 1 [factor
(2) + factor (3)]
e Communication Requirements (COM-
REQ)
Factors:
1. routine correspondence—2 pts.
2. routine telephone—2 pts.

committee mem-

3. original correspondence—>5 pits.

4. periodic publication—6 pts.

5. monthly publication—6 pts.

6. sensitive correspondence—10 pts.

7. sensitive telephone—10 pts.

8. speaking engagements—10 pts.
Ranking:

COM%EQ (total) = categorization

® Travel Requirements (TRAVREQ)

Factors:
1. days away from home/year
a. none—0 pts.
b. seldom (less than 10
days)— 10 pts.
c. periodic (11-35 days)—25
ts.
g. extensive (more than 35
days)—40 pts.
e. if weekend day + 5 pts./day
Ranking:
TRAVREQ (total) = categoriza-
tion

e External Agencies (EXTAG)

Factors:
1. committed hours/month
a. none—0 pts.
b. one-8—>5 pts.
c. nine—16—10 pts.
d. 17-24—20 pts.
e. 25—-32—30 pts.
f. 33—-40—40 pts.
g more than 41—50 pts.
Ranking:

EXTAG (total) = categorization
® Meeting Coordination Activities
(METCOR) (excluding committees)
Factors:

1. length of meeting (LOM)

a. less than two days—5 pts.
b. more than two days—10 pts.

2. number of participants

a. less than 50—10 pts.
b. 51-100—15 pts.
¢. more than 101—20 pts.
3. number of meetings
4. number of speakers
a. 0—two—>5 pts.
b. three—six—10 pts.
c. seven—nine—15 pts.
d. more than 10—80 pts.
Ranking:

METCOR (total) = [factor (1) +
factor (2) + factor (4)] [factor (3)]
e Staffing Management (STAFMAG)
Factors:

1. number of people supervised

a, 0—O0 pts.

b. one—5 pts.

c. two—three—15 pts.

d. four—-si:&—-?ﬁagts.

e. seven—nine—35 pts.

f. more than IO—% pts.
Ranking:
STAFMAG (total) = categorization
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