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Job evaluation is a systematic process for defining the relative 

worth, or size, of jobs within an organisation in order to estab-

lish internal relativities. These relativities are often used to 

inform a pay and grading structure. Historically, most job evaluation 

schemes have not been competency-based, and in this article it is 

suggested that this state of affairs needs to change.

Job evaluation schemes should reflect what is valued by the organisa-

tion. Formerly, spans of management control, budgetary responsibil-

ity and knowledge and experience were the areas most valued 

by organisations, and hence job evaluation schemes tended to 

reflect this.

However, based on the work of Professor Richard Boyatzis (1982), 

organisations came to realise that behavioural competencies repre-

sented the underlying characteristics of individuals that were caus-

ally related to effective or superior performance in a job. In other 

words, how you behaved was as important as what you produced. 

According to Boyatzis in his latest book on leadership (Boyatzis and 

McKee, 2005), research has shown that emotional intelligence 

accounts for 85% to 90% of the difference between outstanding 

leaders and their more average peers.

In the previous edition of this journal, Professor Jorge Valdés Conca 

(2006) argued that a Spanish utility company’s experience of using a 

competency framework to integrate its reward systems with its other 

HR practices cast doubt on the received wisdom that pay and 

competencies should not mix. Do we want to reward someone for 

having a behavioural competency or for making good use of it? 

Obviously the latter makes more sense and, while there are 

real problems relating to measuring competencies, I regard 

Valdés Conca’s findings as good news in that at present only a minor-

ity of organisations use competencies to evaluate jobs and create 

grading structures. In most cases, the competencies provide a 

counter-balance to the evaluation of outputs only. If an organisation 

wants to encourage teamworking, it might reward team output and 

individual input (competency). Rewarding both input and output is 

often referred to as contribution-related pay.

CONSISTENT MESSAGES ABOUT COMPETENCY

It is important that an organisation sends out consistent messages 

to its workforce about what is valued. Where a competency-based 

development programme sits alongside a reward strategy that is based 

on paying bonuses for achieving sales targets, employees might well 

consider that the short-term delivery of outputs is more important 

than their training and development. 

On the other hand, a wholly competency-based pay scheme might 

result in high development costs with a drop in output. Competencies 

should be a factor in reward, but not to the exclusion of results 

and outputs.

It would appear to be somewhat contradictory, therefore, for organi-

sations to promote competencies in performance management and 

learning and development, to take two instances, and yet ignore or 

relegate them for the purposes of job evaluation and pay and grading. 

As we have said, when jobs are being analysed for evaluation 
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the widespread use of competency frameworks represents a golden opportunity to improve objectivity 

and buy-in when evaluation is undertaken.
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Job evaluation

purposes, it is to analyse those aspects of the role already regarded as 

important to the organisation. If an organisation has a competency 

framework, it is reasonable for the level of competency required to do 

that job to be taken into account. However, there are pitfalls. 

Although competency frameworks are often divided into perform-

ance levels, this is rarely done solely on the basis of job grade. So 

job level and competency level may not be the same.

PERFORMANCE LEVELS LINKED TO DEMAND

In fact, the same job may require a different level of each 

competency. In box 1, we give the example of a quality manager. 

Their role is graded at level 2, in terms of their job, but the high level 

of performance required in the area of teamworking means that this 

competency must be demonstrated at level 3. More generally, a jun-

ior customer-facing job in an organisation might require a high level 

of competency in “Customer focus”, whereas the activities and 

demands of a senior technical role might require a lower level in this 

particular competency.

Once competency requirements become a feature of job evaluation 

systems, competency frameworks can help in data gathering. 

This can be achieved by providing a structure to elicit information 

about the requirements of each job. If the jobs being investigated 

already have competency profiles, then the relevant behavioural 

competencies can be used to provide the basis for the structure 

of questionnaires. For example, a job requiring level 2 performance 

in “Teamworking”, defined in the competency framework as 

“Fosters a positive team climate”, might result in a question: 

“How would you foster a positive team climate?” Once the jobs 

have been evaluated, they can be matched against an agreed 

grading system. However, it should be remembered that while 

job evaluation might grade or rank a job, it does not determine its 

level of pay.

ADVANTAGES OF USING COMPETENCIES

Job evaluation schemes can be complex, often requiring the 

job analysts to be specially trained. This can make staff wary of 

the mystique surrounding such schemes. Staff know that job evalua-

tion scores will be linked to pay, and if they believe that the budgets 

and number of people they manage make the difference between 

one grade and the next, there is a danger that in the data-gathering 

process too great an emphasis will be put on these areas. 

The advantage of using the competency approach is that the frame-

work is transparent and intelligible. Staff can be reassured that the 

competencies used to recruit, develop and manage their performance 

are the same ones that are being used to evaluate their role for pay 

and grading purposes.

To its credit, the British higher education sector in conjunction with 

Educational Competences Consortium Ltd (http://hera.ucea.ac.uk) 

has embraced a competency-based job evaluation scheme called 

HERA (Higher Education Role Analysis). The scheme uses a 

questionnaire containing 50 statements, grouped into 14 elements 

(competencies). The competencies are shown in box 2.

TEAMWORKING

Definition: The willingness to work cooperatively with others rather than 

competitively. Putting the goals of the team before personal goals; building 

effective, cooperative relationships, and working collaboratively with others 

to achieve desired results.

Competency level 2: Fosters 

a positive team climate
■ Promotes and builds the 

reputation of his/her team to 

the rest of the business.

■ Builds team spirit and a friendly 

work environment.

■ Acts as a role model of 

cooperation and willingness 

to others.

CUSTOMER FOCUS

Definition: Takes time to deliver a helpful service, meeting customer 

expectations and solving problems when required. The higher levels 

involve going beyond customer expectations, and investing time to 

discover and understand the underlying needs of the customer beyond 

those expressed. Refers to customers both inside and outside the organisation.

Competency level 3: 

Takes responsibility
■ Corrects customer problems 

promptly.

■ Strives to clarify and understand 

customer needs.

■ Takes full personal responsibility 

for resolving customer problems.

Adapted by Martin Simon.

1. Role profile of a quality manager 
graded at level 2
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