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General

Job evaluation is a way of using compensable factors to determine the intrinsic value of a
position within an organization. Job evaluation looks at a position’s duties, responsibilities and
work environment in order to measure work, to organize positions into a grading structure and
link positions to salary ranges. A formal framework for job evaluation supports objectivity,
consistency and internal equity within an organization. Job evaluation allows an organization to
compare positions internally and to look externally in the job market.

The university has a number of different terms of employment where job evaluation systems
may apply. It is important to verify that you are referring to the appropriate system for your
position as the plans used differ from one another. To confirm your employment terms, you
might refer to your offer letter or ask your supervisor or manager.
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Background

Job evaluation is applied to positions within the Professional Employees Association (PEA), as

established by mutual agreement and as set out in Article 19 of the collective agreement.

The purpose of the joint job evaluation plan is to facilitate gender-neutral, equal pay for work
of equal value and to support the recruitment and retention of employees. The joint job
evaluation plan includes factors that are well-defined, gender-neutral in their definition and
application, representative of the values of stakeholders, and capable of evaluating the full

range of work contained within the PEA.

The joint job evaluation plan is a point-factor system measuring four main compensable factors:
skill, effort, responsibility and working conditions, which are broken down into 12 sub-factors.
The individual factor ratings have assigned weighted points and the overall, combined, point

total determines the salary grade into which the position falls.
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Stakeholders & Roles

Stakeholders in the process include employees, supervisors and managers, Human Resources,
the PEA and the Joint Job Evaluation Committee. A level of effort is required from each
stakeholder in order to accurately describe and document the core roles and responsibilities of

a position and apply job evaluation.
Each stakeholder is required to:

e Provide current, accurate, objective information
e Support a timely and equitable process

e Maintain knowledge and understanding of the plan

Individual roles may participate in the process as follows:

Employees, Supervisor and/or Managers

e May request/ initiate re-evaluation or reconsideration
e Provide relevant input, information and additional documentation

e Supervisor and/or Managers may also request the evaluation of new positions

Human Resources

e Lead the administration of the joint job evaluation plan
e Primary contact for Managers/Supervisors with respect to job evaluation:

Human Resources Advisors, Recruitment & Classification

e Provide a co-chair and employer representatives on the committee

e Conduct job evaluations and establish classifications for new positions

Professional Employees Association

e Provide a co-chair and member representatives on the committee
e May request/ initiate re-evaluation

e Contact for employees with respect to job evaluation


http://web.uvic.ca/hr/contact/hrcontactbyfacultydepart.html

Joint Job Evaluation Committee

e Co-chairs and members include both PEA and university representatives
e Lead the maintenance of the joint job evaluation plan through requests for re-
evaluation and reconsideration

e Conduct job evaluations for existing, filled positions
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Evaluation Timelines

Human Resources and the Joint Job Evaluation Committee work to conduct reviews and
communicate results as quickly as possible. Stakeholders can support an efficient process by
reading the information available and following instructions closely to ensure a complete
submission and to minimize requests for information. Incomplete submissions and requests for

additional information or clarification will result in a delay.

Requests for new position classifications or existing vacant positions are reviewed and
processed by HR on an as-needed basis. The turnaround time for a new classification varies
from one to two weeks depending on the complexity of the position, the level of detail

provided and the availability of existing comparators.

Job Evaluation Questionnaires or subsequent requests for reconsideration are reviewed by the
committee. The committee meets several times a year to review submissions for re-evaluation
or reconsideration. Generally the committee meets when there are a number of items to be
reviewed and the turnaround time for the results may be several months from the date of

submission, depending on the timing of the committee’s meeting.
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New positions

When a position is new and there is no incumbent, the department may initiate the process of

establishing a new position by defining its roles and responsibilities in a job description.

The department may then submit the job description via email to the HR Advisor, Recruitment

and Classification. The Advisor will review the job description, may make recommendations for
edits or changes or request additional information or clarification to apply the evaluation plan
and assign the new position a classification rating. Once the job description is in final format

and a classification has been assigned, the position continues through the recruitment process.

Six months and no later than 12 months after the new position has been filled and the
employee has begun work, the employee may request and initiate an evaluation through a JEQ

submitted for the committee’s review.
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Re-evaluation

A position may undergo change or evolve over time. When a position has changed significantly

since it was last rated, an employee, supervisor, manager or PEA may request a re-evaluation.

Requests for re-evaluation require the submission of a Job Evaluation Questionnaire to the
Joint Job Evaluation Committee. The committee reviews submissions, applies the joint job

evaluation system and confirms the results of their review.
The committee reviews submissions to assess if:

a) there have been substantive changes to the job since it was previously rated;
b) the changes are of enough significance to result in a different score on any factor, and
consequently, a different overall point total; and,

c) the overall point total meets the threshold of a different salary grade.

The committee also reviews comparator positions from across the University to assess if the

position is different from others within the same job series and salary grade.

The committee’s rating decision takes into consideration the historical classification

information, the questionnaire and comparator position information.
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Sample Re-evaluation process, from JEQ to implementation:

1. An employee, supervisor and/or manager request and initiate the JEQ;

2. The employee provides factor and sub-factor information, indicating levels, providing
specific examples and information and signs off on the JEQ (this is the date that will be
used in establishing an effective date);

3. The employee’s supervisor and/or manager add departmental information, details,
comments and signature(s) to the JEQ;

4. The employee reviews any additions by the supervisor/manager and may add
information or comments;

5. The employee adds a final signature, to reflect that they have seen their supervisor’s
and/or manager’s comments and information;

6. The employee, supervisor or manager emails their completed submission to the

committee by email (peajec@uvic.ca), copying each party on the email;

7. The committee will acknowledge receipt of the request and, on inquiry, indicate the
date on which a response is anticipated.

8. The committee will conduct their review and submits the results of the review back to
the manager and employee via email.

9. Should there be changes as a result of the review, the department implements by

submitting a Position Change Request Form, along with a copy of the committee’s

notification of results to Human Resources Information Systems (HRIS)/ Payroll.
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Re-evaluation Results

No Change

Generally, re-evaluations result in no change to a position’s classification rating and salary
grade. Minor changes to a position including changes within any of the effort or working
conditions factors (e.g. physical effort, physical work environment, etc.), and increases in the

volume of the work will not result in a change in the position’s salary grade.
Change

Depending on the position’s initial classification rating rational and context, only significant
changes to the skill and responsibility factors may result in a higher classification rating and

movement to a higher salary grade.

In some cases, a re-evaluation may result in a lower classification and salary grade. An impacted

staff member’s salary will be protected, as mandated by the collective agreement under the

provisions for salary protection (red circling). Further details are available from HR or your PEA

representative.

To implement re-evaluation results, follow the instructions in step 9 of the process as outlined

in the Re-evaluation process steps, from JEQ to implementation.
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Request for Reconsideration

Should there be a disagreement with the results of the committee’s review a process is
available for requesting reconsideration. An incumbent, supervisor and/or excluded manager

may request reconsideration.

In the reconsideration process, the committee may review all factors within the plan, including

those that have not been identified in the form.
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Reconsideration Requirements

A request for reconsideration MUST be:

submitted within fifteen working days of the committee results notification;

in a Request for Reconsideration Form ;

detailed in a way that outlines the reason(s) for the request, the factor rating(s) in
guestion and must include additional, new information and example(s);
signed by the incumbent, supervisor and excluded manager; and,

scanned and sent by email to peajec@uvic.ca.

Failure to meet the specified requirements means that the request for reconsideration will

not be considered. An applicant wishing to have additional information reviewed by the

committee after missing the deadline, may be required to initiate a subsequent, new JEQ in

order to have that information considered.
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References, Resources and Tools

e Article 19 of the collective agreement

e HR website job evaluation page, Factor Weighting Information, Job Series

e Job Evaluation Questionnaire

e Guidebook

e PEA job description template

e The university’s Job Description library

e Glossary of Terms

e Tips for employees

e Common Employee Questions & Concerns
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Glossary of Terms

Guidebook

The document developed to augment your understanding of the evaluation plan and help you
in putting together a complete JEQ. The guidebook is a reference material that provides the
definitions, interpretations and information required to apply the definitions of the factor and
sub-factors appropriately.

Job Description

A tool used to help increase individual and organizational effectiveness. A good, up to date job
description helps employees understand their responsibilities and the relative importance of
those duties and links their position to departmental and organizational mission, goals and
objectives.

Job Evaluation (JE)

A process involving a specific method of measuring jobs in an organization against a plan and
against other jobs evaluated in the same work group. While each job is evaluated by the plan—
in this case a point-factor plan using an open-ended questionnaire—the jobs are also rated on
each factor by measuring them against the hierarchy of ratings for that factor across the work
group.

Job Evaluation Questionnaire (JEQ)

The form developed to gather information, document changes to an employee’s position,
including the size, scope and intrinsic value as defined by the job evaluation plan. The JEQ
requires that employees, supervisors and/or excluded managers provide current, constructive,
accurate information about the position.

Joint Job Evaluation Committee (JJEC)
The committee is made up of representation from the PEA and the university’s management
excluded group.

Job Posting

A job posting is a tool used to capture highlights of a job description in a way that
communicates effectively to job seekers. An effective job posting will present the organizational
and departmental context, in addition to the nature of the work, the duties and responsibilities
of the position and the minimum qualification requirements. Job postings may also include
reference to a position’s employment group (union, excluded), classification and/or rate of pay.

Job Series

Groupings of jobs with similar functions or purposes, created for the ease of administering the
JE system.
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Point-factor plan
A method of evaluating jobs based on assigning specific point values to the factors used to rate
jobs in that job group.

Proxy-rated Positions

A reference from when the job evaluation plan was implemented in 2006. These were positions
for which a JEQ was not received during implementation. Proxy ratings were assigned based on
ratings for similar positions as identified by the committee, and to the best of their knowledge.
Where no similar positions were identified, proxy ratings were identical to the current salary
grade. Incumbents whose positions were rated by proxy, and whose positions changed
significantly, may have submitted a JEQ at a later date, once the plan was established and
under the general maintenance provisions of the plan.

Back to Top
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Tips for Employees

e Have patience. Take the time you need to understand the process.

e Review job evaluation information, references, resources and tools.

e Evaluations are done on evidence of change (what was then contrasted with what is right
now); focus your information and examples on what is right now (e.g. last few months to
date) and how that is different from what was.

e Be clear, concise and use plain language.

e Documentation and records are maintained by the department. Access historical
information (job descriptions, job postings, previous JEQs, etc.) as a starting point for
completing your submission.

e Don't recreate existing information. Look for examples from your day to day work (such as
existing reports, plans, websites, etc.) as a starting point.

e Where available, track changes in a position’s original documentation.

e If you need help, ask for help, collaborate with your supervisor, look to co-workers, peers,
or your union representative for support as appropriate.

e Ensure that you have a copy or the original submission for your records.

e Due to information and privacy restrictions only those representatives of the university,
supervisors/managers or employees who are noted in the JEQ may be given access to
copies of submitted JEQs.

Back to Top
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Common Employee Questions & Concerns

Job evaluation has been in place for some time, what is new?

The job evaluation plan remains the same. Some of the resources, tools and information
available have been updated. Changes were made to support the ongoing maintenance of the
plan to support a clear, transparent process and to move from paper documentation to
electronic. To provide feedback on the PEA job evaluation information, resources or tools,

please send an email to peajec@uvic.ca.

When is it appropriate to initiate a JEQ?

Under the terms of the collective agreement, the process applies whenever the University

significantly changes the duties and responsibilities of a position.

| don’t think that my position is appropriately rated for the work that | do. What should | do?

The first step is to articulate why you believe the rating is inaccurate, gather the facts and
present the information to your supervisor. Your supervisor may have additional facts and may
seek additional information, clarification or support from their own resources, such as their
manager, director or HR. These actions will help determine whether your position has changed
significantly since it was last reviewed or that critical details were missing from that review, and

that the JEQ process is applicable.

| want to initiate a JEQ, how should | do that?

Job evaluation is a process that requires the participation of employees, supervisors and
managers. As an employee, you can initiate the process by having a conversation with your
supervisor. After having a conversation with your supervisor, you can follow up by starting the
JEQ.
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My supervisor and manager have added comments to my JEQ that | don’t agree with.

As an employee you offer your own perspective within the appropriate sections, using your
own words to provide objective, factual samples of your work as defined under the evaluation
plan. The JEQ is a process for employees, supervisors and managers to each document the
duties and responsibilities required of a position. An employee, supervisor and manager may
provide a different perspective, applying different levels of context. Ultimately, the supervisor
and manager are required to approve the assignment of specific duties and responsibilities. It is
important that you understand your supervisor’s and manager’s expectations of your position.
Should you need additional support in communicating with your supervisor or manager in this

situation, you might seek support from a co-worker, peer, HR or your PEA representative.

My supervisor and manager have asked me to make changes to my JEQ, what do | do?

An employee is not required to change comments that they believe to be an accurate and
objective reflection of their work. Should your supervisor or manager provide feedback that
you disagree with, remember that they have the right to indicate their understanding within
the indicated comments or sections, as appropriate. Should you need additional support in
communicating with your supervisor or manager in this situation, you might seek support from

a co-worker, peer, HR or your PEA representative.

I have initiated a JEQ and the changes are retro-active. How do | indicate that?

Job evaluation only addresses a position’s current work responsibilities. While you should offer
appropriate context, should there be any changes to the position as a result of the review, such
changes will only be made retro-active to the date your completed, signed JEQ was submitted

to your supervisor, no earlier.
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How do | know my position’s duties & responsibilities have undergone significant changes?

Some research and analysis is required as the ranges within a classification rating allow for a
degree of flexibility in terms of the depth and scope of a positions’ responsibility. In addition to
understanding the job evaluation plan’s factors and subfactors, consider the items below.
These are just a few items that might help you identify significant changes prior to discussions
with your supervisor or manager. Refer to the most recent job description and/or posting and
you may be able to articulate whether the changes to your position are significant in

considering your answers to the following:

e Have any of the overarching areas of responsibilities been removed or added?

e Are there new/additional formal supervisory responsibilities for ongoing, union
position(s), where you are required to support performance management?

e Are there new/increased signing authority, budget management, monitoring or
administration responsibilities?

e Has your supervisor/manager required you to undergo additional professional training
as a requirement of the job (e.g. financial designation, certification) that is not included
in the posting or job description AND would a new appointee to the position be required

to have it on applying to the position?

The volume of my work has gone up, why can’t | be compensated more?

Assigning additional weight to an area of responsibility that was already considered in a
previous evaluation causes a superficial inflation in the assigned points and inequity across
other positions within the system. As a result, doing more of the same type of work does not
result in a changed classification rating or salary grade.
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The changes | identified were not determined to be substantive changes, what does that

mean?

If substantive changes were not identified, it means that the previous classification was
determined to reflect a range of duties and responsibilities and your changes were deemed to
be within that classification’s scope.

The job evaluation system allows for a number of criteria to impact the classification, however,
an impact on the salary grade requires a position to have changed substantively, or, in a way
that brings the duties and responsibilities outside of the most recent classification rating’s
range.

In some instances, if a position’s rating was in the lower range, that might mean that there was
a wider range for the position to grow into.

I do the same job as other people in my unit. Can we submit one JEQ for all of us?

Yes, you can work together to complete a JEQ that reflects your positions. Clearly indicate in
your submission who is included in the JEQ and make sure that everyone included has signed
off on it (including all supervisors and managers) prior to submitting it.

I have the same title (e.g. Officer, Coordinator) as someone else; why aren’t our ratings the

same?

Many jobs on campus share similar titles, but have different levels of responsibility and duties.
It is the job content as measured by the job evaluation plan that determines similarities and
differences between jobs, not the job title.

I know another employee, in a different department, who holds the same position as me. It
has a different title, is in a different department but | know we do the same things. Why
aren’t our ratings the same?

Jobs are evaluated based on the anticipated requirements of the job and information provided
at the time of rating. In some cases jobs are given weight based on context or details in a job
description or in additional documentation beyond the job posting or job description. Although
two positions may appear to be similar, they may in fact carry weight in different areas that
affect the ratings.
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Why does the system value positions within Department X more than Department Y?

The nature of a job evaluation system means that there are different levels of intrinsic value
applied. The system gives weight to specific factors and sub factors through the application of
specific definitions to a position’s duties and responsibilities. The value applied with the highest
level of objectivity available, based on facts. Job evaluation does not give weight to an
individual’s personal opinion or a single perspective.

How are Joint Job Evaluation Committee Co-Chairs and Members appointed?

The university and the PEA each provide representatives. Representatives might be chosen
because of the nature of their position (such as the HR Advisors, Recruitment and Classification
or PEA representatives) or because of their experience at the university. The committee is
formed to support a breadth and depth of perspectives and knowledge of the university’s
community and its efforts.

I don’t agree with the rating of another position. What can | do?

If you as an employee disagree with the rating of another position, whether it is vacant/posted
or encumbered consider the following:

e What are the facts?
e What are your feelings?
e Why do you feel this way?

Often perception of a position is based on personal feelings or perspectives, not on facts.
Consider that additional information and context is often presented when a position is given a
rating and you may not be privy to that information. If your feelings are based on the
perception of inequity, you might reach out to your supervisor, manager or union
representative for support.

To provide feedback on the PEA job evaluation information, resources or tools, please send an

email to peajec@uvic.ca.
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