Dynamic Job/Task Analysis
A New Twist on an Old Tool
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It seems that every time two or more training types get together, the words job/task

andyss are eventudly spoken. With the current emphasis on qudity, training and

education have been receiving agreat dedl more attention. Aswith any other focus area

in business, accountability and vaue added quickly becomes important to the effort.

Thisincreased avarenessis leading to a growing commitment to “do training right.”

Training professionas have been trained for yearsin the methodology required to “do

traning right.” When asked what that is, they will produce some mode of Ingtructiond

System Design. Any of these will have variations of the Job/Task Andyss (JTA). The

JTA isatimetested and proven method of deriving ingtructiond objectives and

curricdum from a complex set of behaviors. Its utility was proven in the military and has
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Figure 1 - The "ADDIE" Model of ISD

been used successfully in dl aspects of
business and industry sincethen. The
JTA issmply the best methods for

deriving indructiona objectives and
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developing training programs from existing work.

It iseasy to fixate on asingle use of atool. Mot Ingructiond System Design
(1SD) modes use the Job/Task Andysis (JTA) as a step in the development of training
programs. Therefore, one would ordinarily only think of doing atask andysswhenin
the process of course development. It isat this point that the linear natures of most ISD
models become evident; the model is Smply ameansto an end, away to create
Training Programs where there were none. In this case, job/task anadysis (process) is
usualy the secondary focus, and completion of the training program (product) is
primary.

Thisisashortcoming of job/task anayss. Anyone who has ever engeged in a
ful-blown JTA on acomplex work setting knows thet it isa big job. The andyss
becomes a tremendous burden to dl but the largest training groups. Afterwards, the
accumulation of data often leaves the Sgnificant buried in the trivid. Depending upon
the qudity of the coding and job prioritization (hopefully done before data
accumuletion), some of the vaue of the andyss may be logt in the frenzy of “lumping”
that occursin order to get on with course development. This*invishle’ step in course
development, deriving core competencies and ingructiond objectives from the task

anayses, requires agreat degree of synthesis that does not show up well on most
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project tracking sheets. Also, it iseasy to lose significant tidbits that arise during the
andyss. The JTA’suncover much more than indructiona objectives.

In the days preceding a globa marketplace and tremendous economic pressure
from abroad, American industry and business could afford the luxury of time, tradition
and gtability, product lines and the work associated with them did not change for years.
When change did occur, it was deliberate and dow. Today the workplace changes on
adaly bass. The future will not be one of large, long running training programs that are
offered with limited expectation of vdue. The ahility to learn and change in short
periods of time must be structured into organizations.

All of thetools of aJTA are dtill gppropriate in today’ sworld. A shift inthe
paradigm surrounding the use of the tools and application of a different model, and
therefore different expectations, will keep thistool in hand into the next century.
Dynamic Job/Task Analysis

Rather than usng aJTA exclusvely asalinear tool to arive & asngle end, it
can dso be thought of as a permanent process that arrives at a multitude of different
outcomes. Thisincorporates the idea of Continuous Process Improvement. When
tranersarefirg traned in ISD, their typica fird reaction isto be completey
overwhemed by the prospect of applying these skillsin their own workplace. They

begin cagting ajaundiced eye a their existing programs, and phrases like ”we need to
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dart dl over from scratch” creep into their vocabulary. However, replacing dl training
programs in alarge manufacturing complex using 1SD is something akin to moving a
mountain with ateaspoon. That iswhy the most commonly offered advice from those
conducting 1SD training is“Don’'t!”  Unless you can successfully complete your first
andyss and ensuing designs in areasonably short amount of time, don't try. Start amdll
and build on successes.

Mogt individuas work processes (person/machine - person/process) that you
will encounter in mature organizations are operating in satisticd control. (What a
loaded statement!). A training program for entry-level employeesin intended to quickly
being new hiresinto the control ranges of the work location. The best initid training
programs will result in new employees reaching the highest level of competence on the
mogt important skills in the shortest amount of time. After initid training and its
subsequent practice, the employees begin to stabilize around their persond levels of
competence. They might be excdlent or mediocre, but they will be more or lessin
control. At this point, the "window of opportunity” for initid training hes effectively
closed. One of the fundamental assumptions for ISD istha the mgority of the target
population cannot dready do the job for which they are to be trained, otherwise, why
should we be training them? But what do you do when alarge part of your target

population is dready doing thisjob?
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The trainer now hasto shift expectations for improving the workforce. One can
no longer hope to make large gainsin performance on alarge number of skillsasin the
casefor initid training. The focus must now be on improving consstency and
predictability. People functioning in a day-to-day routine must be viewed as an
essentidly gable process. All andlysis must include a focus on how to improve the
relationship between the workers and their environment. Now the linear nature of 1SD
makes it an ineffective tool to use on adally bass. One must shift to adynamic model

that recognizes the stability of work and the certainty of change in the organization.

Basic assumptions of a dynamic task analysis.
A reasonably accurate statement of business values and intents exists and is
available to the analyst(s). Itisabsolutely critica that al work andyss be viewed
from a perspective of work eimination, work improvement, and outcome aignment.
The systemis operating in a dynamic environment (Type IV disturbed
reactive). The system has ahigh need to adapt in short time frames. This means
that learning times are very short and must be linked to meaningful detaiin the
environment.
Some parts of the system are not dynamic and have high degrees of similarity.

No matter how dynamic the operating environment, there will till be parts of the
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system that are not changing rapidly asaresult. Thisisthe leverage of the mode,
and it assumes that the people who are dready operating those elements are doing
30 reasonably well, and that the skill requirements for operation are not changing
quickly. These amilarities o offer agreat opportunity for transfer of learning
AND for trandfer of anayss.

Work for work’ s sake exists. When people begin doing their work in a
workforce, the business reasons for what they do begin to fade, and the work itself
becomes its own purpose.

The analyst is part of the system and intends to do on-going work. This modd
is not intended to operate sand-aone, but as a part of an on-going effort to
continuoudy improve awork setting. Its effects will operationd differently astime
progresses and the system evolves.

If the above-mentioned preconditions are not met, this analys's cannot be used.
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Differencesin traditional and dynamic.

Traditiona
The JTA isaprocessthat leadsto aproduct. It is particularly useful to the off-gte
trainer or vendor whose job isto come into an organization, andyze, and ddiver
traning.
It isan invisble processthat isameansto an end.
JTA’sbegin shortly after the decision is made to train and ends before formal
program devel opment.
Traditiond modds build improvement into the presentation of training.
Traditiona models use analyssto sft through the work and get down to the
essentia business of training, and not clutter the training with incidental and trivid
items.
JTA’son work units are large and take along time.
JTA’sare atime capaule with alimited utility factor. The understanding of the
workplace is highest immediately after the andyssis completed. Inalarge
organization formd training can take months or even yearsto complete. Each
successve dasstekes asmdl sep away from theinitid vdidity of the andyss.
The JTA tendsto focus on the talks of an operation rather than the purpose of the

operation.
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Dynamic
The JTA does not have a clear beginning or end. It exists onacontinuum. The
process exigts through a series of “micro” andyses. It is particularly useful to the
on-dtetrainer who “lives’ with the organization.
A dynamic JTA seldom culminatesin formd training. In agable, exising
organization, the employees are going to have afary common set of skillsand
knowledge. Expect the JTA to generate procedures, policies, job aids, and
checklists. Expect the least common result of a careful andysisto be training.
A dynamic model builds improvement into the workplace.
The principa product of the dynamic mode is understanding the system and
improved work processes.
The result of this processisto continuoudy remove variation and redefine
expectations on an ongoing bass.
A dynamic JTA continuoudy builds upon and changes itsdf.
In the dynamic mode, the expectation is to improve work routines through
understanding, as opposed to atraditional approach of improving work through

training.! The task analysis now has an additiona dimension: It must seek out the

! Don't get me wrong. Training is absolutely essential to work processes. | am

simply stating that it is not always the most appropriate method of improving work.
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variaion and strange things that occur in an organization and prompt the gppropriate

questions.

Here show to proceed:

1. Doatask listing of dl avallable work.
Use smdl group methods such as afocus group to quickly generate listings.
Carefully sdlect your groups, bearing in mind naturd divisonsin the work
group. NOTE: The better this group’s reputation in the workplace, the
more readily the analysis will be accepted.
Work off alarge wal and post each task on index cards.
Use different size and color cardsto indicate headings for groups of related
activities
Group dl tasks under related tasks. Look for job familiesin which thereis
ahigh degree of amilarity inthework. Thisisan important step, so go dow
hereto go fast later. Thisandyss assumesthat thereisagreat ded of work
that is accomplished in essentidly the same manner, using the same tools,
techniques, and skillsas dl other related work. A job family approach
enables you to do far fewer task analyses later.

2. Rank and prioritize
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Evauate each task asto its relation to the overdl busnessvaues. Think
about whether this activity can be directly linked to the accomplishment of
the value, and if so, how well doesit work? Look for opportunities to
eiminate or modify work in the process.
Prioritize the activity by things that matter to the organization. Typica
criteria are difficulty, criticdity, frequency of use (or disuse), and
conseguences of error.
Rank job families under categories of stability. Do these skills have ahigh
obsolescence rate? Do the procedures change rapidly and require rapid
deployment of change? Items with low obsolescence rates have alow
priority in thismodd. Most of these items should be addressed
procedurdly or through criterion based skills demondtration.

3. Begintask andyss These anadysesfollow afairly traditiond format with afew

exceptions of focus.

Group as many smilar tasks into one andysis as possble. Do one mgor
andyds, and focus on differencesin the listing of tasks.
Be sure to focus on the conditions under which the tasks are performed.
Include an environmenta scan during every andyss. Why are things being

done asthey are? How does policy and practice influence the
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accomplishment of thistask? Keep an active eye towards policy that needs

to berevised or diminated.

Some other tipsfor your analyss.
Don't forget creative tension.

A task andyssis an opportunity to change the culture by the questions you ask
and the expectations you set. Be careful! They must be firmly grounded in redity! Use
primary business values, profitability targets, etc. to tie your expectations to your
andyss. Thetarget population of your anadysiswill be keenly aware of how well they

match.

Don’t forget the environment. (Separate from conditions)

The environment is an essentid portion of the task anadlyss. We spesk of a
persorymachine interface, however, thereis a cultura overlay that impactsthe
performance. Rules, palicies, contracts, and persona fears are only afew of the very
red “invigble’ congraints on how any job isdone. A good practice isto incorporate
policy review into the vaidation step of an analyss. Quite often there are steps omitted
from the performance of ajob that are required due to safety or environmenta policies.

Equally plaugbleisthe “dumb step,” an action that does not contribute to the
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performance of the job but is done to satisfy policy. A review should not be limited to
whether policy is being followed or not. It should dso ensure that policy is supporting

the work.

Decisions

Task Analyssis often asmple listing of psychomotor activities. Be sure to note
decisons that must be made during the job. (Careful! You can't dways seethem!) A
decison will invoke at least two sets of behaviors: If you miss the decison, you missa
branch of your andyss. Also, it isimportant to capture the cognitive domains required

as abagsfor the decison.

The effect of measurement.
It is essentid that andysis of a sysem be donein such amanner asto minimize
the impact of measurement. The act of measurement in itself changes behavior. Be

aware of this and structure according to the culture of the environment.

Expect different outcomes when analyzing a process rather than a task.
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Continuous operations (particularly person/process) are very difficult to assess. When a
job function is to maintain an on-going operation, task anays's becomes more of a set

of rulesand decisons. Task andyssisintended for discreet events.

Pay attention to personal preferencesin task accomplishment.

Task analys's can be ablessing and a curse for rotating shift operations. 1t may be
difficult or impossible to get to the right mix of SME' s off shift a the sametime.
Rotating shifts usudly have high degrees of variation from shift to shift. Thisincreases
the odds that some shifts will not agree with your andlyssif it did not have their input.
However, the reward for usng a dynamic mode is sandardization and remova of the

variation between these shifts.

Listen for “ Danger Words’
“Thisishow | doiit.”

In any organization where severd people do the samejob at different times,
there can be rlative certainty that there is variaion in the way different people perform
the same job. Mogt employeesin stable workplaces not only know how they do ajob,
but how others do the same job. These words should trigger a series of questions,

something dong the lines of “why, why, why, why, why.” The answersto these
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questions will probably lead you to do something other that what you set out to do.
“Why isthis done differently? Arether different circumstances under which the same
jobisperformed? Arether different expectations for performance? What isthe

consequence of the difference?’

“Y ou asked whom how to do it?

The selection of a Subject Matter Expert is one of the most important steps of
andysis. It redly does not matter how knowledgegble your SME actudly isif he does
not have the confidence of his peers. Persond credibility isadifficult thing to assess,
but it should be congdered before spending large amounts of time doing analysis that
might not be accepted. Training or education cannot be imposed upon one's psyche.
The learner must grant the trainer psychologica permission to bring in new thoughts and
idess. The*"affectivefilter” isawaysthere, be careful not to strengthen it.

“We usudly do thisat night, but I'll show you now while the light isgood,” or “Let me
show you on this piece of equipment, the others are too ‘hot and noisy’ (or insert your
own adverse conditions) to work around if you don’'t haveto.”

Work is choreographed routine between man and machine. When conditions

change, so doestheroutine. It isvery easy (and often tempting) to overlook the
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adverse conditions under which people often work. The andyss must include the range

of conditions (or worst case) in order to be accurate.

A Job/Task Andysisis part of adesgner’stoolkit. It canbe gppliedina
number of models. It has been used somewhat synonymoudy with Ingtructiond System
Design. However, one of 1SD’ s basic assumptions is a stable work process and
changing work force. The analys's, once completed, is good for a number of years and
will serveto train any number of entry or new employees.

What happens when the workforce is stable and the work processes are not?
In that case, ISD is not the most appropriate model. In many cases, work processes
will have aready changed by the time the analyssis complete. Additiondly, agtable
workforceis probably aready in datistica control, and will not benefit as greetly from
extensve andyss as entry workers.

The needs of a stable workforce are different. They need adequate work
definition, improved processes, and standardized procedures and expectations. 1SD, at
its best, will duplicate the world, asit is when the andyssis performed.

A traditiona use of job/task andysisin 1SD ismost appropriate for determining
objectives and methods for initid traning. In agtuaion where turnover is high and

training intervas are short, one cannot afford not to develop ther training using the linear
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jobftask andyss of ISD. When there is ardatively stable workforce with long service
employees and few new hires alinear model may not be the best method. The

chdlenge for the training professond isto know which tool to use when.

So what’ sthe point?

Add vaue to the organization. How? Gain profound knowledge and
understanding. Andyze something every day. Take the results of the andyd's, capture
the cognitive and psychometric states associated with it, and offer suggestions for
improvement. With time, you will build a comprehensve definition of skills and
knowledge unique to your workplace. This givesyou asolid curriculum for entry
employees and for introducing new technology to the workplace. Additiondly, you
build the organization’ s ability to learn and change. The ultimate chdlenge of any

organization for the future will be to learn about itself fagter than the competition can.
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