Steps to work out what you need

	Steps
	How to do it

	1. Detailing job duties, tasks and categories


	Begin listing all the duties and tasks you can think of , that make up the job.  Group the duties and tasks into logical categories and give them headings.  Under each category, add any other relevant duties and tasks that the category heading prompts you to think about.  Rearrange the growing lists of tasks and duties under the various headings as necessary, adding and adjusting until you are happy you have captured and categorized every aspect of the job.

	2. Identifying knowledge, skills and abilities


	For each category, identify the knowledge, skills and/or abilities (KSAs) that someone would need to be able to do those tasks well.  There may be groups of duties/tasks or categories that all need the same KSAs.  List the KSAs as you identify them.  Each KSA only needs to be listed once.  Continue until you are confident you have a complete list of the KSAs for the job.

	3. Deriving required and preferred qualifications


	Review the list of KSAs and add in any certifications, educational qualifications, licences, experience, etc that are relevant to the job.  Divide the list into items that are essential to function at the minimum acceptable level in the job when someone first starts.  These are the required qualifications.  The rest can be learned on the job or by providing/supporting appropriate training/education.  These are the preferred qualifications.

	4. Identifying critical behaviors


	Identify what behaviors make the difference between performing the task and performing it well.  A competency dictionary can be helpful for this task.


The duties and tasks define WHAT the job-holder does.  The qualifications define what is needed to be ABLE to do the job.  Critical behaviors define HOW the job is done by high performers.  

The reason that the critical behaviors are not ‘qualifications’ is because qualifications only indicate whether the person has a certain ability or not.  Critical behaviors show whether the person spontaneously uses their abilities appropriately to achieve optimum results in a range of situations.  
So, we need to know:

1. what the job involves, 

2. can a particular person do the job – are they able?

3. will they do the job – are they motivated? and 
4. how will they do the job – will they do it well?
Only critical behavior interviewing allows us to assess 3 and 4 in depth because it asks in detail about past actions in relevant situations in a way that makes it difficult to fake a good answer.  This provides the best predictors of their future actions.  

Critical behaviors can be derived using the following techniques.
Critical incident analysis

This technique involves identifying a situation that either:

· went or could have gone badly wrong, but was rescued by the actions of a high performing employee, or

· went much better than expected, because of the actions of a high performing employee.

The analysis then explores the actual behaviors the employee demonstrated that made the difference between a good and a poor/average outcome in a critical situation.

Comparison of high and average/poor performers

This technique involves identifying one or more current or past high performers of a relevant job, task or duty and one or more average or poor performers of the same job, task or duty.  
The comparison analyzes: 

· what the good performers do that make them so good (especially similarities between more than one good performer)

· what average/poor performers do or don’t do, that keeps them from performing at a high level (especially similarities between them if you have more than one average/poor performer)

· the differences between what the good and average/poor performers do
Example:  

· A job task may be to deliver messages from one commander to another across a battlefield.  This is the WHAT.

· The qualifications to be ABLE to perform this task at the most basic level are that the individual has courage under fire, can run fast, carry small objects, see where they are going and understand instructions.

· The critical behaviors that distinguish between high and average/poor performers are: following a route that avoids risk of the message being intercepted or the messenger being injured/killed and therefore unable to make the delivery.  This involves looking carefully and planning ahead, constantly assessing the situation, responding quickly to changing circumstances, and taking calculated risks on the basis of objective evidence.  This is the HOW, when the task is performed well.

Note that the critical behaviors are not about whether they are able to do these things, it is about whether they actually do them.

There may be many ways to perform a task to a high standard.  Every organization will define what a ‘high standard’ looks like differently.  The definition is based on the mission, vision and values of the organization.

Example:

The task is to deliver food to the customer.  The mission, vision and values of the organization will dictate whether high performance involves prioritizing:

1. The speed at which the food is delivered

2. The uniformity of the portions of food delivered

3. The appearance/attractiveness of the food as it is delivered

4. The temperature of the food that is delivered

5. The friendliness of interaction between the customer and the server as the food is delivered

6. The responsiveness of the server to special requests made by the customer

7. The appearance/attire of the person serving the food

Etc……

Most likely, ‘high performance’ will be a balance between 2 or more of the range of possible priorities.

