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Introduction to job analysis 

Most of us will spend over 80,000 hours of our lives 
working. Needless to say, our jobs have a large 
impact on our lives: where we live, who we spend 
our time with, and how much time we have to 
spend with our families and friends. Despite this 
importance, there can sometimes be a missing link 
between the actual work we do and our 
organization’s understanding of these roles. This is 
where job analysis comes in. Job analysis is the 
foundation of best practices in Industrial and 
Organizational (IO) Psychology—and the answer to 
some of the most painful problems organizations 
face in their hiring practices: legal and compliance 
risk, candidate drop-off due to poor experience, 
making the wrong hires, and more. In this paper, we 
will explore what job analysis is, why it’s so 
important, and how it can inform an organization's 
selection system.
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https://www.gallup.com/workplace/349484/state-of-the-global-workplace.aspx?utm_source=google&utm_medium=cpc&utm_campaign=gallup_access_branded&utm_term=gallup+employee+engagement&gclid=CjwKCAjw8-OhBhB5EiwADyoY1RBhFsgGyLhYqaOSNNebmSs7s2BVj8VnjcMISZatbWbmGtHbCgKiGBoCGj0QAvD_BwE&thank-you-report-form=1


What is a 
job analysis?
Job analysis is the first suggestion almost all IO Psychologists would 
make if you asked them how they would approach improving people 
processes. The issue, however, is that job analyses are not done 
nearly enough in practice because, for stakeholders who are not IOs, 
the benefits of job analyses are not well understood and conducting 
one can require a lot of time and resources. This article will explain 
why job analyses are so critical in later sections, but first, for people 
who are not familiar with job analyses—what are they? A job analysis 
is a systematic process for collecting information on the important 
work-related aspects of a job. Some of the information collected 
includes details on the work activities, tools and equipment used, 
context of the work environment, and requirements of the personnel 
performing the job. Ultimately, job analyses provide data-driven 
results to help understand the most important aspects of a job and 
the characteristics that make up an ideal candidate for the job.
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http://u.camdemy.com/sysdata/doc/c/c5caf65c5d594e61/pdf.pdf
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What can stakeholders 
gain from job analysis?
If you think of your organization as your home, would you want to 
build on a foundation that was established from estimated 
measurements to save time and costs upfront, or would you rather 
spend the time and effort to ensure that the foundation was 
precisely measured and reduce costs in the long-run? Job analyses 
provide those precise measurements that can be leveraged in a 
variety of ways to build the foundation of your organization, which 
results in writing more effective job descriptions, establishing legal 
defensibility in hiring decisions, making performance appraisal 
processes less subjective and more fair, and more. Here are some of 
the top uses for job analysis data.

In this section:

Job descriptions

Legal defensibility 

Compensation and benefits

Performance appraisal and management 

Training and development

Role clarity
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Improves accuracy of job descriptions

Establishes legal defensibility 

Job descriptions are often a candidate’s first experience with a 
company; because of this, they can impact a candidate’s perception 
of the company and their likelihood to apply for the role. Fifty-two 
percent of applicants say the quality of a job description is “very 
influential” or “extremely influential” on their decision to apply for a 
job. As this statistic suggests, the description provides important 
information about what is required from a role.

If a job description is poorly written and not informative, candidates 
may apply under false pretenses—or not apply at all. According to a 
survey conducted by Indeed, 62% of employers report getting too 
many applications from unqualified candidates. This can put strain 
on recruiting teams as they filter through candidates to find those 
who are qualified.

When job descriptions are based on job analysis data, they include a 
must-have list of knowledge, skills, abilities, and other 
characteristics (KSAOs) and focus on the requirements of the job, 
rather than irrelevant attributes (e.g., gendered words, and oftentimes 
even college degrees). A detailed job description can help candidates 
understand the exact requirements of the role, similar to a realistic 
job preview. Not only does this improve the candidate experience, but 
it also helps decrease applications from unqualified candidates, 
saving recruiters time and energy. Likewise, ZipRecruiter found that 
utilizing gender-neutral language resulted in 42% more responses 
from applicants.

Organizations must ensure that assessment tools and processes do 
not discriminate against any protected group and comply with all 
relevant laws and regulations. In the last 100 years, federal and local 
legislation has made great strides in trying to protect the rights of 
workers. As an example, Title VII of the 1964 Civil Rights Act makes it 
illegal to discriminate against a person on the basis of race, sex, 
color, religion, or national origin.

https://www.indeed.com/hire/c/info/how-to-improve-your-job-postings-to-attract-better-candidates?gclid=Cj0KCQjwla-hBhD7ARIsAM9tQKvPapPbK5unVvL_S1SupaO0izw-A2xpvtDVKONyINvKw3J1h3N7sG4aAimWEALw_wcB&aceid=&gclsrc=aw.ds
https://www.indeed.com/hire/c/info/how-to-improve-your-job-postings-to-attract-better-candidates?gclid=Cj0KCQjwla-hBhD7ARIsAM9tQKvPapPbK5unVvL_S1SupaO0izw-A2xpvtDVKONyINvKw3J1h3N7sG4aAimWEALw_wcB&aceid=&gclsrc=aw.ds
https://www.indeed.com/hire/c/info/how-to-improve-your-job-postings-to-attract-better-candidates?gclid=Cj0KCQjwla-hBhD7ARIsAM9tQKvPapPbK5unVvL_S1SupaO0izw-A2xpvtDVKONyINvKw3J1h3N7sG4aAimWEALw_wcB&aceid=&gclsrc=aw.ds
https://www.opm.gov/policy-data-oversight/assessment-and-selection/other-assessment-methods/realistic-job-previews/
https://www.opm.gov/policy-data-oversight/assessment-and-selection/other-assessment-methods/realistic-job-previews/
http://u.camdemy.com/sysdata/doc/c/c5caf65c5d594e61/pdf.pdf
https://www.ziprecruiter.com/blog/removing-gendered-keywords-gets-you-more-applicants/
https://psycnet.apa.org/record/1983-07116-001
https://psycnet.apa.org/record/1983-07116-001
https://www.eeoc.gov/statutes/title-vii-civil-rights-act-1964#:~:text=Title%20VII%20prohibits%20employment%20discrimination,religion%2C%20sex%20and%20national%20origin.
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Nowadays, few organizations are going to intentionally discriminate 
against employees based on these categories; however, certain job 
requirements may lead to unintentional group differences, also 
known as disparate impact or “adverse impact”. With this in mind, 
job analysis has become a way for organizations to establish the job 
relevancy of work requirements. For instance, if a company is going to 
require that a software engineer be able to lift 50 pounds, then there 
should be documentation on why that is a necessary job requirement 
for the role—otherwise it may lead to unintentional group differences.

Remaining compliant with federal and local laws goes beyond 
adverse impact, and the stakes of such have never been higher. As 
evidence of this, the EEOC saw an almost 20% increase in 
discrimination charges in 2022, as well as an increase in damages 
awarded from those lawsuits. Thus, conducting job analysis in order 
to have an added layer of legal defensibility may be more critical than 
ever. What’s more, the EEOC’s Uniform Guidelines on Employee 
Selection Procedures explicitly advocates for utilizing job analysis as 
the basis for any hiring action.

Conducting a job analysis can educate the organization on what 
knowledge, skills, abilities, and other characteristics (KSAOs) are 
required for a role. Relatedly, knowing this information helps 
determine what an appropriate compensation package and benefits 
might look like for a given role. Factors related to these KSAOs might 
include the level of education or experience needed, amount of 
responsibility, degree of independence, risk of injury, and so on. 
Taking these factors into account can help organizations determine 
pay, or pay levels, that align with a role in a way that promotes 
fairness and equality as opposed to potentially contributing to gender 
or racial pay gaps.

Likewise, if an organization has done a thorough job analysis and 
knows these compensation and benefits details beforehand, they can 
include that information in the job description, which may encourage 
applicants to apply and align with ongoing legislation such as pay 
transparency laws.

Helps employers identify appropriate compensation and benefits

https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/avoidingadverseimpact.aspx#:~:text=What%20Is%20Adverse%20Impact%3F,adverse%20impact%20may%20be%20unintentional.
https://www.eeoc.gov/2022-annual-performance-report-apr
https://www.eeoc.gov/2022-annual-performance-report-apr
https://www.govinfo.gov/content/pkg/CFR-2017-title29-vol4/xml/CFR-2017-title29-vol4-part1607.xml
https://www.managementstudyguide.com/advantages-disadvantages-job-analysis.htm
https://www.indeed.com/hire/c/info/how-to-improve-your-job-postings-to-attract-better-candidates?gclid=Cj0KCQjwla-hBhD7ARIsAM9tQKvPapPbK5unVvL_S1SupaO0izw-A2xpvtDVKONyINvKw3J1h3N7sG4aAimWEALw_wcB&aceid=&gclsrc=aw.ds
https://www.foley.com/en/insights/publications/2023/01/navigate-new-state-pay-transparency-laws-2023
https://www.foley.com/en/insights/publications/2023/01/navigate-new-state-pay-transparency-laws-2023
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A job analysis establishes the core requirements of a role. In doing 
so, a job analysis also provides information that can help establish 
performance standards and determine what criteria should be used 
in the performance appraisal process. Ideally, the performance 
appraisal process should focus on the tasks and output (i.e., work 
characteristics) that are most important to the role. Doing so helps 
managers understand who is performing well based on relevant 
criteria that everyone is aligned to, thus promoting a fair rating 
process and removing potential subjectivity and biases that can arise 
in performance appraisals. Identifying the most important work tasks 
can also help organizations set specific and measurable performance 
goals and objectives for their employees.

Job analysis can identify important knowledge, skills, abilities, and 
other worker characteristics to help inform training and development 
needs, including: who needs training, when training should take place 
(e.g., immediately after being hired), the content of training, and 
more. For instance, a job analysis may specify that knowledge of a 
specific coding language is important for a role. But, because coding 
languages are often similar, and thus trainable, the organization may 
choose to hire people who can code in similar languages since they 
could easily train them on the other language, rather than require it 
at time of hire. By identifying skills that can be trained on-the-job, an 
organization can further open the top of the hiring funnel, potentially 
increasing diversity and improving the candidate experience along the 
way.

Because job analysis defines the key requirements of a role, it can 
contribute to role clarity. Role clarity occurs when an employee 
understands what is expected of them. Role clarity goes beyond the 
content of a job description and onboarding documents—it means 
employees truly understand the content of their job, the performance 
standards, and the scheduling and work methods required by the 
role. When an employee has high role clarity, it can lead to reduced 
role ambiguity, increased productivity, and improved job satisfaction 
and reduced turnover.

Bolsters performance appraisal and management 

Identifies training and developmental needs

Increases role clarity for candidates and employees alike

https://www.managementstudyguide.com/advantages-disadvantages-job-analysis.htm
https://www.managementstudyguide.com/advantages-disadvantages-job-analysis.htm
http://u.camdemy.com/sysdata/doc/c/c5caf65c5d594e61/pdf.pdf
http://u.camdemy.com/sysdata/doc/c/c5caf65c5d594e61/pdf.pdf
http://u.camdemy.com/sysdata/doc/c/c5caf65c5d594e61/pdf.pdf
https://runestone.academy/ns/books/published/cpp4python/IntroCpp/whylearncpp.html#:~:text=The%20good%20news%20is%20that,regularly%20change%20as%20time%20passes.
https://psycnet.apa.org/record/2014-32528-000
https://psycnet.apa.org/record/2014-32528-000
https://psycnet.apa.org/record/2014-32528-000
https://onlinelibrary.wiley.com/doi/abs/10.1111/puar.12100
https://onlinelibrary.wiley.com/doi/abs/10.1111/puar.12100


How do IOs conduct 
job analysis?
Job analysis can be conducted with multiple methods, most of which 
fall into one of two categories: work-oriented or worker-oriented.
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The methods for conducting a job analysis are similar for both 
work-oriented and worker-oriented job analysis. Common methods 
include interviews, questionnaires, focus groups, and direct 
observation. The methodology used for job analysis will depend on 
the preferences of the organization and individual conducting the job 
analysis, as well as the resources at hand.

For instance, interviews can provide in-depth information about a 
role and can give interviewers an opportunity to probe into 
ambiguities; however, they can be time consuming and may be 
skewed if a representative sample isn’t used. On the other hand, 
questionnaires can be a great way to quickly collect a large amount 
of information about a role, but do not leave much room for 
follow-up questions based on responses.

Methods

There are some key differences between the work-oriented and the 
worker-oriented job analysis approaches. As the name suggests, a 
work-oriented job analysis focuses on the work itself, such as the 
specific tasks an employee is required to do on the job. Meanwhile, a 
worker-oriented job analysis focuses on the individual doing the job. 
This involves identifying the employee requirements to perform the 
job, specifically the knowledge (e.g., knowledge of algorithms), skills 
(e.g., coding skills), abilities (e.g., mathematical ability), and other 
characteristics (e.g., personality traits). When combined, these 
variables are referred to as “KSAOs” and make up a profile of what it 
takes to perform a job.

Work-oriented vs. worker-oriented approach

https://psycnet.apa.org/record/2007-00683-000
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How can job analysis drive 
success in the hiring process?
At this point, the importance of job analysis is clear. However, the value of 
job analysis goes beyond building selection systems, and can assist in 
decision-making as well. Some potential use cases include defining a 
sourcing and recruiting strategy, picking assessment content, and more.

In this section:

Sourcing and recruitment

Assessment content

Assessment format

Assessment strategy and process
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The insights drawn from job analysis can be used to develop targeted 
sourcing strategies, accurate job descriptions, essential selection 
criteria, and better screening and interviewing protocols, all of which 
can improve the overall effectiveness of a recruitment strategy.

As an example, an organization looking to hire for an entry-level 
software engineering role could focus on the qualification of a college 
degree, narrowing their recruiting efforts to solely university 
candidates. Alternatively, a job analysis could demonstrate that a 
college degree is not required for such a role. This finding might 
encourage the organization to expand their sourcing and recruiting 
efforts to include return to work programs, bootcamps, and 
self-taught candidates—all of which could help improve fairness and 
bolster diversity initiatives, as an added benefit.

By improving the recruitment and selection processes, organizations 
can attract employees who are a good fit for the role and 
organizational culture. This may lead to the organization hiring 
employees who are better suited to the job, resulting in employees 
who are more satisfied, more committed to the organization, and less 
likely to quit. 

Defining a sourcing and recruitment strategy 

The content of the pre-hire assessment should be aligned with the 
requirements of the job. Job analysis reveals what KSAOs or tasks are 
required by the job, which helps employers know what should be 
measured in the hiring process. This means employers can select or 
create content that aligns with the core skills of the role.

Using job-relevant assessment content helps employers screen 
applicants in a more fair and unbiased way because they’re focused 
on the core requirements of the role as opposed to irrelevant traits 
(e.g., where someone went to school). It also helps candidates 
understand what’s required of them, and if they’re even a good fit for 
the job. Thus, it’s no surprise that research has shown job relevance 
to be a key factor in improving candidate reactions during hiring.

Picking assessment content

https://onlinelibrary.wiley.com/doi/10.1111/j.1744-6570.2012.01254.x
https://psycnet.apa.org/record/2005-05063-001
https://www.scirp.org/(S(i43dyn45teexjx455qlt3d2q))/reference/ReferencesPapers.aspx?ReferenceID=1731673
https://psycnet.apa.org/record/2005-10696-009
https://psycnet.apa.org/record/2005-10696-009
https://psycnet.apa.org/record/2017-48008-004
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Pre-hire assessments can be administered in different formats, such 
as work samples, situational judgment tests, or skills-based 
assessments. The organization should choose a format that is 
appropriate for the job, is feasible given the organization’s resources, 
and has been shown to be effective in predicting job performance or 
other important job-related outcomes.

Some of the most effective methods for predicting job performance 
include work samples, job knowledge tests, and structured 
interviews. However, it is worthwhile to note that each pre-hire 
assessment format has its advantages and disadvantages, and 
employers should choose the format(s) that best align with their 
goals and the specific requirements of the role. In some cases, a 
combination of different assessment formats may provide the most 
comprehensive evaluation of a candidate's KSAOs.

Choosing an assessment format 

Job analysis can inform an organization's assessment strategy by 
providing information about the knowledge, skills, abilities, and other 
characteristics (KSAOs) required for a specific job. This can then be 
used to identify the most important job competencies, design a 
job-relevant assessment, determine an appropriate assessment 
format, choose a scoring threshold for said assessment, decide 
where to use the assessment in the hiring process, and more. Let’s 
illustrate this with an example.

Say an organization conducted a job analysis for a general software 
engineer. The job analysis revealed that the top three most important 
skills for the role include: knowing at least one coding language, the 
ability to perform software testing, and experience with debugging. 
However, the job analysis also revealed some niche skills, such as 
working with code versioning tools. The organization may decide to 
measure the most important observable skills using a technical skills 
assessment at the top-of-the-funnel. They may also measure soft 
skills, such as communication skills, in an interview. And rather than 
assessing for code versioning tools, the hiring team may choose to 
train new hires on these skills during onboarding. All of these 
decisions form an organization’s assessment strategy.

Defining an assessment strategy and process

https://psycnet.apa.org/record/2022-17327-001
https://psycnet.apa.org/record/2022-17327-001


Conclusion

Job analysis is an important process that involves 
breaking down a job into its component parts and 
analyzing the knowledge, skills, abilities, and other 
characteristics (KSAOs) required for successful 
performance in that role. Building a selection 
system based on job analysis leads to better job 
descriptions, stronger legal defensibility, improved 
performance appraisal systems, stronger training 
programs, and more. These improvements can lead 
to important outcomes, such as improved 
employee fit, which can result in improved job 
performance and decreased turnover. Needless to 
say, job analysis is more than just an IO 
Psychologist’s favorite two-word quip—it’s a 
business necessity.
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https://psycnet.apa.org/record/2005-05063-001
https://pubmed.ncbi.nlm.nih.gov/16834506/
https://pubmed.ncbi.nlm.nih.gov/16834506/
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