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ABSTRACT

ARTICLE INFO

Introduction/ Main Objectives: The research argues that the job
evaluation process may not reflect a sense of justice, that is, in most
cases, the decisions of the board of directors (BOD) appear to be biased.
Background Problems: Lack of transparency and unfairness in job
evaluations may create disharmony in the workplace. Novelty: The
researchers used the Urgency, Seriousness, and Growth (USG) analysis to
find the root cause of employees’ dissatisfaction because of unfairness in
the final job size, which may impact the wages. The researchers were also
required to be familiar and have experience with the Hay System.
Research Methods: To adjust the job size and to promote fairness, the
Hay System needs to be strengthened with the USG analysis. This study
uses a qualitative approach and requires a more in-depth analysis to
obtain the best results. Findings/ Results: The job evaluation only refers
to the Hay System. The job analysis, benchmark, and survey are not used
as a reference or to interview the managers. If the Hay system is solely
used, the final result of the job evaluation can be biased;. therefore, it is
necessary to get a second opinion to create a sense of fairness. One of the
tools to calibrate the final result of job evaluation is the USG analysis.
Conclusion: USG analysis is to provide a second opinion and can also
strengthen the job size analysis with the job reference level.
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INTRODUCTION

Building a healthy organizational structure re-
quires a well-functioning job evaluation system.
Without a job evaluation, improving the
company’s performance may not be feasible, and
the employees may have a stagnant career path.

A job evaluation can create fairness in
compensation and benefit systems and improve
career path. The job evaluation will reflect the
value of a job and can indirectly contribute to the
company's growth. In addition, one position may
get a higher reward than other positions by
implementing the principle of equal pay for
equal work. Job evaluation is a systematic
approach to determining the relative value of
different jobs in an organization (Kahya, 2018)
based on equal pay for work of equal value
(Simatupang, & Kartikasari, 2017).

The job evaluation could be designed to
maintain a salary structure by comparing the
relative similarities and differences in content
and job value. As a result, the management
could provide compensation, benefits and
rewards and ensure fairness for all employees.
Otherwise, the employee motivation will
decrease, particularly with performance-based
pay, a compensation scheme which may not be
interesting unless it is seen as equitable inter-
nally and competitive externally. The employees
are therefore more likely to leave the organi-
zation (Tangthong, 2014). For that reason, the
researchers will try to find what is necessary to
calibrate the result of the job evaluation.

The purpose of this study: Job evaluation is
necessary to establish organizational structures
and a remuneration scheme, and may impact
productivity. If not accompanied by a salary that
matches their responsibilities, the heavy respon-
sibility for the work the employees undertake

may cause employee dissatisfaction. Therefore,
to reduce the dissatisfaction, the employees
receive compensation for their burdens, respon-
sibilities and other external factors that may
influence compensation. Job evaluation is one
way to solve the gap (Sukwadi, 2014). Previous
research from (Janssen & Van Yperen, 2004; Ali
EL-Hajji, 2013; Secapramana et al., 2019); it can
be concluded that if the job evaluation process is
carried out fairly, it will have an impact on
satisfaction and lead to motivation to produce
better performance. Furthermore, employees
expect appropriate compensation from the
company for their work to meet their daily needs
(Sukwadi, 2014; Dessler, 2005). According to
Hay Group (2017), job evaluation is not only
about maintaining internal equity and consisten-
cy in the compensation program, but also facili-
tates organizational clarity, builds talent and
capability, and enables employee engagement
via culture and rewards. It is a critical manage-
ment tool, is extremely useful in ensuring an
organization's proper integration of strategy,
culture, structure, process, people, and reward. It
also determines a systematic comparison bet-
ween jobs to assess their relative worth with the
purpose of establishing a rational pay structure.
Furthermore, the purpose of job evaluation is to
achieve and maintain an equitable distribution of
basic wages and/or salaries according to the
level of the position. The resulting job size value
will become a benchmark for similar companies
in determining the position value by market
analysis related to compensation & benefits
(Figure 1).

The stages of evaluating positions in an
organization according to Choudhary and Singh
(2016) are as follow Figure 2.
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Figure 1. The flowchart of Job Analysis & Evaluation
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Figure 2. Steps of Job Evaluation
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Based on the diagram above, the process of
job evaluation requires serious management. The
job evaluation will impact the salary adjustments
and the career path of the employees in the
organization. By implementing a job evaluation
approach that is easy to understand and
systematic is important for communicating or
explaining the requirements for career growth in
the organization. According to Michael
Armstrong (2006) and Chaneta (2014a), job
evaluation is a systematic method or process, as
opposed to an approach that is random or non-
systematic. As a result, the job evaluation system
has become more intuitive. This is intended to
provide a basis for the design and operation of a
logical and equitable grade and pay structure and
for managing relativities within that structure
(Chaneta, 2014b). Table 1 summarizes the job
evaluation process, (Choudhary & Singh, 2016)

in particular what job evaluation is and what it is
not.

During an interview with HR Department,
the committees mostly used the Hay Guide Chart
and did not use other references, such as the
result of job analysis based on the job descrip-
tion and organization structure or benchmark. It
seems that they already know the business
process of the company. We initially planned to
interview the managerial level, but because of
the COVID-19 pandemic, we created a question-
naire using Google Forms. Management has
divided the organization into core business and
non-core business. The impact is the final result
of job evaluation or job size for the core business
is one step different from the non-core-business.
This illustration of the JE Result shows the gap
between the core business and non-core
business.
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Table 1 . Summary of Job Evaluation

Job evaluation IS ...

Job evaluation IS NOT...

About the job

A measure of job value

Used to set internal equity

Confined to a value within an organization

A process

Participate and Consultative

A good basis of fair pay system

A way of getting a hierarchy of job on which to base a
grading structure

Systematic and consistent

About the person doing the job

A measure of performance

About external competitiveness

How other organizations might value similar jobs
A manual

A small backroom committee

A way of judging a job holders performance

A way of allocating pay rates

Scientific

(Source: Choudhary and Singh (2016))

Figure 3. Sample of Job Reference Level by Position
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Based on the diagram, the compensation
scheme and benefits and the job size of job
evaluation will impact in the wages scheme, in
which there is a quite a wide difference in the
salary. The research will analyze the gap of JE
Result by calibrating with USG analysis, one of
the tools to find the root cause of ... and to solve
the problem more easily. The outputs of the job
evaluation are to determine the individual
payment level and the impact on employee
career changes due to the results of the job
evaluation.

LITERATURE REVIEW

1. Understanding Job Evaluation

Some experts express similar views about job
evaluation as a compensation review process to
determine the value of job size brought to the
organization (Jiang et al., 2009; Armstrong,
2011; Muga, 2014). On the other hand, imple-
menting JE will help in job placements,
elimination of overlap jobs, setting the proper
employees, establishing organizational structur-
es, establishing remuneration schemes, industrial
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relations, people development programs, and
improving  productivity ~ (Abraham, 2016;
Deborah, 2000; Muga, 2014). According to John
Bratton & Jeffrey Gold (2017), the main purpose
of conducting JE is to support the organization
to utilize the available employees to achieve its
strategic goals. If the companies are not
conducting JE seriously, they may not get the
benefit from the quality output, innovations,
higher productivity to the market, and client
needs. This in fact is related to what we will
explore, that is calibrating the final value of the
job size using the USG analysis, which can
provide a second opinion to ensure fairness.
According to Secapramana et al. (2019), job
fairness is an important factor that determines
job satisfaction. Furthermore, when employees
perceive decisions as fair, it will have an impact
on satisfaction, increase a sense of acceptance
and motivate them to produce better work
performance (Janssen & Van Yperen, 2004; EL-
Hajji, 2015). The output of the job evaluation is
how many points they get and how many
acceptable points can give a sense of fairness,
which is described as follows Figure 4.

Figure 4
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(Source: Hay Group (2012))

The question is why problems often arise
when the final score causes injustice and are
unacceptable while in general the job evaluation
process only used the Hay Guide Chart, and not
other resources, such as benchmark data, job
analysis, job description, and organizational
structure. Based on Choudhary’s and Singh’s
view, job evaluation is a systematic and orderly
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process to determine the value of a job size
(2016). In other words, the main purpose of JE is
to determine the relative value of different jobs
in an organization to serve as the basis for
developing fairness of salary structure and career
development in the organization. It is in line
with the aim of job evaluation which is to
provide bases for rational and equitable wage
and salary structure by systematically describing
and analyzing jobs and evaluating and defining
levels of the job demands in basic functional
terms (Chaneta, 2014). This is intended to
determine a basis for the design of the grading
system or banding and salary structure.

2. Understanding Hay System Methodology

This part will provide a glimpse of the Hay
System. According to Ali EL-Hajji (2013), the
Hay System was built and focused on three
defined as
‘problem solving,” and ‘accountability factors .’
These factors are described as definition, design,
and job characteristics and specificities, and are
designed specifically to meet the requirements
(Armstrong & Stephens, 2005; EL-Hajji, 2015).
The meaning of each factor in the Hay Guide
Chart is as follows Figure 5.

primary factors ‘know-how,’

1. The Know-how Factor

The know-how factor is related to the aspects
of skills, reflecting experiences and respon-
sibility, and the ability to make decisions and
to provide solutions when dealing with
problems. Know-how factor has three
dimensions:

e Communicating and influencing skills

o Practical /technical knowledge

e Planning, organizing, and integrating
(managerial) knowledge
Each of these dimensions has its own

characteristics.
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Figure 5. Overview of Job Evaluation
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2. The Problem-Solving Factor

The problem-solving refers to how
management deal with and solve certain
problems in certain environments. So, this
factor is to challenge managers’ ability to
solve a problem. In solving the problem,
know-how factor is used to assess the
percentage weight of the problem. Problem-
solving consists of:

e Thinking environment (freedom to think)
e Thinking challenge

Each of these dimensions describes its
characteristics.

3. The Accountability Factor

The level of responsibility of work
performance. It will indicate the extent to
which the decisions are made to achieve the
goals and the effect of decisions referring to
the organization. The Accountability Factor
includes, among others;

o Freedomto Act

o Nature of Impact

e Magnitude (Area of Impact)
Each of these dimensions has
characteristics.

its own

How Evaluation Relates to Payment?

Based on the previous description of the final
value of job size, job evaluation must have a
sense of justice, otherwise it will have an impact
on the assessments of salary and position level
or band adjustments due to changes in the total
point values obtained. The point value is
determined by the total points of the three
factors, which results from the job evaluation.
The job evaluation itself can describe the salary
range, band or level, etc. and different types of
payment, such as internal and market, base
salary plans, incentives, etc. The ranges are
midpoint, maximum, and minimum and can be
developed by comparing the point level and the
salary level, which is illustrated in Figure 6.

3. Understanding Urgency, Seriousness, and
Growth (USG) Method

The USG method is used to determine which
problems should be prioritized from the many
problems that arise. This is in line with the view
that one of the techniques that can be used to
solve problems is by using the USG matrix
(Ariyanti et al., 2020). The USG matrix is a
technique for prioritizing problems because
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some problems must be prioritized, solved and
fixed. Ultimately, not all problems can be solved
simultaneously (LAN, 2008), which is in
agreement with the view that a method is needed
to identify priority problem (Santoso, 2017,
Gunawan, 2018). Setting problem priorities is an
important part of the problem-solving process
for two reasons. First, because of the limited
resources available, it is therefore not possible to
solve all problems. Second, because there is a
relationship between one problem and another, it
is not necessary to solve all problems. Therefore,
effective decision-making can assess how much
the decision can give more success than
expected by the objectives (Chaniago, 2017).

Figure 6. Salary Structure Rank
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When using the USG matrix to determine a
priority problem, three factors need to be
considered (Santoso, 2017). The three factors are
urgency, seriousness, and growth. Each of them
has a main function to map the problem and
solution. Urgency is a way to see how urgent the
issue is, so it needs to be discussed and time
should also be taken into account. The next
factor is seriousness, which refers to the
evaluation of possible consequences if the issue
is not resolved immediately. It is important to
understand that in the same condition, an issue
that can cause other problems is more serious
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when compared with a stand-alone problem. The
next at the growth stage is the issue is likely to
become worse if left unsolved (Masiani, 2017;
A. Riswanto, 2016; Ariyanti et al., 2020). The
result of the USG matrix is then combined with
the values of the three factors. Then they are
sorted according to the number. At this stage
USG will compile the order of priority problems
or issues to be resolved (Ariyanti et al., 2020;
Lembaga Administrasi Negara RI, 2008). The
USG matrix provides a scale of judgment at each
stage or step, ranges from 1 to 5. Issues that have
the highest total score are priority issues to be
resolved. The illustration is as follows:

Table 2. Likert scale

Essential/ Critical

5

4 High priority
3 Medium priority
2 Low priority

1 Not a priority
(Source: Adoption from LAN RI)

An example of a USG matrix with the order
of priority of problem-solving is as follows:

Table 3. USG Matrix

Priority
No Problem U S G. TOTAL Problem-
Solving
1 Problem 5 3 3 11 3
2 Problem 4 4 4 12 2
3 Problem 4 5 5 14 1

(Source: Adoption from LAN RI)

Notes on the description of the table: The
Likert scale question uses a 5-point scale: (5)
essential or critical; (4) high priority; (3)
medium priority; (2) low priority; (1) not a
priority. On Table 3, problem in C has the
highest priority to be resolved.

In USG analysis, there are three factors to

consider: the urgency of the problem, the
seriousness of the problem, and the possibility
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that the problem increases if not handled proper-
ly. The following is the explanation of the three
factors (Hanlon, n.d.):

1. The wurgency which is seen from the
availability of time can be mapped whether
the problem is urgent or not resolved.

2. The level of seriousness of the problem is
determined by analyzing the impact of the
problem on work productivity to see whether
it will endanger the system or not.

3. Growth or the level of development of the
problem, that is whether the problem
develops in such a way that it is difficult to
prevent or anticipate.

According to Chaniago (2017), in deter-
mining priority scale, a good decision must
consider the problem from all angles including
its effectiveness, in terms of quality of results,
time of achievement, and the implementation for
the people concerned so that efficiency in the
process is obtained. Therefore, on the job
evaluation a good and quality decision must be
made to allow for fairness to employees.

METHODS, DATA, AND ANALYSIS
1. Methods

The researchers use qualitative research because
qualitative methods carry out an exploratory
process to understand the meaning of individual
and group behavior that describes social or
humanitarian problems. Data are typically
collected in the participant’s
analysis is inductively building from particular
to general themes, and then the researcher
interprets the data. Qualitative research empha-
sizes the natural reality of social construction,
the close relationship between researchers and
those studied, and the situational atmosphere that
sharpens research. The researcher acts as a key
instrument and data collector to capture meaning
and interaction (Creswell, 2014; Koyan, 2016).

setting. Data

Qualitative research is always carried out in the
field; therefore, it sometimes refers to case study
research (Miles & Huberman, 1994).

2. Research Methods

The researchers adopted a descriptive case study
which aims to establish factors that affect job
evaluation, such as ‘know-how,” ‘problem
solving,” and ‘accountability factors in the Hay
System. The case study research is suitable for
this research as it involves companies using the
Hay System of job evaluation. The case study
also matches the fundamental characteristics of
the qualitative method: describing, understand-
ing, and explaining (Yin, 2016). In addition, a
case study helps in analyzing information
systematically to arrive at useful conclusions and
recommendations (Priyono, 2013). As a type of
qualitative research, a case study aims to provide
an in-depth picture of the problem in a research
object. The research was carried out by
collecting various information to be processed to
find a solution to the problem. The respondents
of the research are superiors familiar with the
Hay System of job evaluation and those at the
managerial level of management involved in the
previous job evaluation. These respondents have
appropriate authority in decision making in the
final result of JE and understand the factors

affecting job evaluation.

In terms of the use of the Hay System, this
study uses primary data and secondary data. The
plan was to distribute questionnaires and
conduct interviews, but because of the COVID-
19 pandemic, only questionnaires were used. We
also had to refer to the results of the first
questionnaires and sent a summary questionnaire
to be analyzed using USG analysis. The ques-
tionnaires are divided into two classifications.
The first is for gathering data about the job
evaluation, and the second is the prioritization
matrix of problem solving from USG Analysis.
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With USG analysis, the researchers rank the
problems to identify which one is the most
important to work on solving first. The
guestionnaire in USG analysis uses Monkey
Survey and the other uses Google Forms. The
guestionnaires were sent to several companies
and financial institutions that use the Hay
System. As presented in Figure 7, they include
banks, coal mining, oil and gas companies, and
utility service companies. Respondents selected
are those who have been involved in the job
evaluation, either as part of the job evaluation
committee or as a resource person responsible
for conducting a job evaluation.

The respondents were limited because the
Hay System training courses are only for
partners working with the Hay System, not for
the general public.

3. Data and Analysis

Because face-to-face interviews were impossible
due to high level of COVID-19 transmission in
Jakarta, the researchers used online question-
naires with Google Forms and Survey Monkey
for USG analysis.

3.1. Data Collection

The questionnaires were distributed to respon-
dents via Google Forms. The respondents are in

Naser , et al

the job evaluation team or representatives of
companies who are familiar with the Hay Syst-
em. The number of respondents is 33, coming
from various business types: utility companies,
consultancy services, banking, coal mining
contractors, FMCG, oil and gas, and coal mining
companies. and the next step is to interview to
representative respondents and after the data
collected as the secondary data. Because of the
pandemic, the researchers changed from inter-
view to online questionnaires via Google Forms.
There are two types of questionnaire. The first
guestionnaire consists of 10 questions regarding
the job evaluation in general. The aim is to
obtain general information about the job evalua-
tion process. The second consists of 10 questions
focusing on the Hay method of job evaluation.
The purpose is to find out to what extent the
company uses the Hay System. After the data is
collected as secondary data, the researchers will
select the most important data through data
reduction to provide a clear picture of which
data to be analyzed and study the 15 question-
naires further. The researchers compile the state-
ments as groups which are then analyzed using
USG matrix to determine the priority level of the
problems.

Figure 7.

Type of Business

Utilties

8.3%
Consulting Service
8.3%

BUMN Perbankan
8.3%

Management

Coal Mining Contractor’

Service
16.7%

Oil and Gas
16.7%

Coal Mining
16.7%

(Source: results from the questionnaire in Google Forms)
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3.2. Data Analysis

Qualitative data analysis is carried out when the
empirical data obtained is qualitative. They are
usually in the form of a tangible collection of
words instead of a series of numbers and cannot
be arranged into categories or classification
structures. Sources of data can be from obser-
vations, interviews, documents, and references
from other parties. Kartikasari (2017) says that
qualitative data analysis is carried out interac-
tively through data reduction, display data, and
verification or conclusion processes. The process
of qualitative data analysis is described as
follows:

Figure 8. Qualitative Data Analysis according to
Miles and Huberman

DATA

COLLECTION

DISPLAY
DATA

DATA
REDUCTION

CONCLUSION /
VERIFICATION

(Source: Sugiyono (2005))

The final result of the company’s job
evaluation such as job size is not easy to
communicate to employees because it represents

band and salary structure; therefore, it is strictly
confidential. Data collection consist of concepts,
categories, and themes because data collection
and data reduction interact with each other
through conclusion drawing and presenting data
to analyze how deep the information will be. The
next stage is data presentation or data display
which allows the researchers to gain a better
understanding of what is happening and to plan
the next work based on the data obtained. The
final stage is drawing initial conclusions which
are still temporary and which will develop after
the research is undertaken. To the best of our
knowledge, this finding has never existed before,
that is combining the Hay method of job
evaluation with the USG method in calibrating
the final value of job size.

RESULTS AND DISCUSSION

In selecting respondents for job evaluation, HR
invites department representatives that are
familiar with the Hay System and used to be a
part of a job evaluation committee. In general,
the HR department will coordinate with related
departments and the board of directors
represented by the HR director. Figure 9 and
Figure 10 show the working period of the
respondents and their respective department or
division.

Figure 9

Working Period

6 - 10 tahun

0 - 5 tahun

16 tahun ke atas

11 - 15 tahun

(source: results of the rom questionnaire in Google Forms)



83

Naser , et al

Figure 10

Departemen / Divisi

(Source: Results from the questionnaire: Google Form)

It has been explained earlier that job
evaluation may impact on changes in compen-
sation and benefits. Thus, the final assessment of
the size of the job must give a sense of fairness.
Job evaluation is carried out to determine the
salary rating or salary structure of employees.
High levels of job complexity will have different
salary structure from lower job complexity or
equal pay for equal work (Kartikasari, 2017).
Table 4 is an example of salary structure of
company X. It also shows the leveling at
company Y based on the point value from the
job evaluation and the job evaluation with the
Hay System, and based on the band system.

An example of job evaluation from one of
the companies participating in this study is as
follows Table 5.

Based on the data from the Hay System
evaluation above, non-core business depart-

ments, such as HR, Finance and Accounting,
General Services, and Health and Safety, are
under the core business, namely the Operation
and Maintenance Department. The researchers
will examine the differences or gaps in the final
assessment of job size by performing calibration
using USG analysis, a problem solving method.

The researchers will also carry out an
inventory of information from the respondents’
responses on Google Forms and random
interviews with several respondents to extract
data from their questionnaire responses. The
research data may become materials to see the
trends. In addition, the review of the incoming
data may provide important information which
makes further study easy. The following are the
questions about job evaluation in the question-
naires (Table 6).

Table 4. Salary Structure based on level

PAY LEVEL MAPPING

(ROUNDED UP)
JoB HAY POINT MONTHLY NET BASE SALARY (Mid & Max increased 10%
BAND "EVEE TUINT WD WAx MIN (70%) MID (100%) MAX (130%)
20 735 807 879 12.756.900 19.408.700 26.060.400
5 19 614 674 734 10.275.600 15.633.600 20.991.500
18 519 566 613 8.215.300 12.499.000 16.782.600
17 438 478 518 6.521.200 9.921.500 13.321.800

(Source: Company X as one of the respondents)
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Table 5. Job Reference Level by Position

LEVEL
Project
Head
19-20 20
Technical —
Advisor
Geology . .
Planning Operation Maintenance
18 18 18
17-18
Human
Finance & General
Resource . .
Head Accounting Services
17 17 17
(source: Company X as one of the respondents)
Table 6. Matrix Statement of Job Evaluation
RESPONSE
NO QUESTIONS
YES% NO%
1 Before conducting a job evaluation in your company, are there any instructions 78.8 21.2
from the board of directors to organize the position grade/ level in your company?
2 In making the job evaluation plan, do you first establish a job evaluation 81.8 18.2
committee involving cross departments/divisions?
3 Isthe job evaluation based on the job description, apart from referring to the Job 93.9 6.1
Evaluation Guide Chart?
4 At the time of the job evaluation , the task officer or the evaluator only referred to 63.6 36.4
the Job Evaluation Guide Charts for each officeholder to be evaluated
5 HR Departments/ Divisions as chief executive of job evaluation. Did HR provide 78.8 21.2

briefings on the job evaluation procedure using the Hay System of job evaluation
to team members
6 Inthe job evaluation, if it involves the Position Holder's Direct Supervisor, does 87.9 12.1
HR as a representative of management explain the final job evaluation assessment
before it is presented to the BOD?

7 Inthe job evaluation, HR Departments/ Divisions involve consultants in the 42.4 57.6
formulation of the job evaluation from the beginning to the final assessment.
8 Inthe job evaluation, if it involves the Position Holder's Direct Supervisor, does 90.9 9.1

HR as a representative of management explain the final job evaluation assessment
before it is presented to the BOD?
9 Does HR, as a management representative who is responsible for the 72.7 27.3
implementation of job evaluation, conduct benchmark with similar companies as
a reference? Has the final value of the Job Evaluation met the market value of the
same position?
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NO QUESTIONS RESPONSE
YES% NO%

10 In terms of the final result of the job evaluation score that has been carried out by 84.8 15.2
HR and is put into the tabulation of the final score according to the rules of the
Job Evaluation Guide Chart, is it communicated to the department head/ division
head before it is finalized by the board of directors?

11 The final result of the job evaluation score, whose assessment has been 97.0 3.0
recapitulated and followed by description for each officeholder, is presented and
submitted to the BOD to get approval.

12 If the board of directors asks for changes to the final assessment and give notes to 90.9 9.1
certain officeholders, does HR as the department in charge of the job evaluation
accept the changes in the scores and notes from the BOD?

13  With the changes in the final assessment and notes from the BOD, does HR check ~ 97.0 3.0
and re-check them according to the guidelines from the Job Evaluation Guide
Chart?

14 If there is a discrepancy between the changes in the final assessment and BOD 90.9 9.1
records according to the Job Evaluation Guide Chart, will HR provide feedback
to the BOD with a comprehensive explanation so that it can be accepted?

15 If the BOD adheres to the policy that has been decided on the final assessment of 84.8 15.2

job evaluation, does HR socialize the final score of job evaluation to each

department head/ division head?

Based on the 15 questions above, the
researchers compile the statements as groups
which are then analyzed using the USG matrix
to determine the priority level of the problems.
The use of the USG matrix is to determine a
priority problem for immediate action. One of
the techniques that can be used is the problem-
solving technique using USG (Urgency,
Seriousness, Growth) matrix (Ariyanti et al.,
2020). The following are the three factors and
their respective functions (A. Riswanto, 2016a):

1. Urgency factor: It relates to how urgent it is
to solve the problem. The indicator is that the
more urgent a problem is, the higher the level
of urgency is. The impacts are loss of
employees, for example as a result of the
final assessment of job size, higher impact of
the problem on individuals or groups in a
department, and the problem is becoming
more serious.

2. The level of seriousness of the problem can
be determined by observing the impact of the
problem on work productivity, such as how it
affects success, whether it endangers the
system or causes demotivation due to job
evaluation, whether it promotes a sense of
justice and fairness or not.

3. Growth factors are related to the growth in
research problems. The faster the problem
develops, the higher the growth rate of the
problem is. Problems which increase fast will
become a priority to be solved, so that they
do not get worse.

The researchers will present an action plan
which may promote a sense of fairness when
conducting job evaluations using the Hay
System. Action plans will be presented as
priority I, 11, and 11I.
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Table 7. Prioritization Matrix of Problem Solving from the Final Result of Job Evaluation using the

USG Matrix
No SPECIFIC PROBLEMS U S G TOTAL 'roplemsolving
Priority

1 The market value of positions in similar companies, butthe 3 4 4 11 v
results do not match the mark

2 The decision of the job evaluation from job evaluation 5 4 4 13 1
committee

3 The decision of the job evaluation from the top of 4 4 4 12 1l
management or BOD (discretion)

4  Decisions of the job evaluation based on Hay Guide 5 4 5 14 |
Chart

Description: Based on a Likert scale of 1-5: (5) essential or critical; (4) high priority; (3) medium priority; (2)
low priority; (1) not a priority.

Table 8. Decisions based on job evaluation using Hay Guide Chart

(Priority I)
No SOURCE ACTION
1 Training and orientation of the the Arrange an orientation and training of the Hay System of job
Hay System of job evaluation evaluation for all relevant departments

2 Intensive job evaluation workshop Running a workshop about the process of job evaluation and job
evaluation techniques using the Hay System

3 Benchmark Explain that point value refers to the same business and market-fit
salary rank

Table 9. The decision of the Job Evaluation Committee about Job Evaluation

(Priority 1)
No SOURCE ACTION
1 Training and orientation of the 1. Job evaluation committee must understand the rules of each factor:
the Hay System of job ‘know-how,” ‘problem solving,” and ‘accountability’ factors.
evaluation
2 Intensive job evaluation 2. The job evaluation committee has at least a Hay System
workshop certification and have the same expertise and understanding.
3 Benchmark 3. Before get approval of job size value, at least the company

benchmarks to related similar company in order to get data, such as
compensation and benefits based on position or level.

Table 10. The decision of the Job Evaluation from the top of management or BOD (discretion)
(Priority 111)

NO. SOURCE ACTION

1  Training and orientation ~ HR Department as lead coordinator of the job evaluation gives a second
of the the Hay System of  opinion on the Hay System of job evaluation to BOD to give an

job evaluation understanding about ef the process of job evaluation.
2 Intensive job evaluation  HR should give refreshment of the job evaluation workshop to the
workshop committee team in order to have the same perception of the process job
evaluation.
3 Benchmark To ensure fairness, the HR Department provides information about

compensation & benefits from other similar companies.
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Discussion

Compensation plays a vital role in attracting,
motivating, and retaining talented employees
(Mabaso & Dlamini, 2017). Therefore, job
evaluations should be done with transparency
and the compensation should be suitable for the
position or level. This could be an effective way
to encourage employees to remain in employ-
ment and to be loyal to the company. If the
company wants to implement the job evaluation,
they need to assess whether the final result
reflects fairness, as argued who criticizes the
Hay System (EI-Hajji, 2015).

To be good decision-makers, the job evalua-
tion committee need to understand the Hay
System of job evaluation comprehensively so
that the results reflect fairness and transparency.

The results of job analysis and the organiza-
tional structure can be used for a job evaluation.
Fair and transparent results will increase produc-
tivity and will foster more satisfaction and
motivation. The purpose of job evaluation is to
provide a fair scale of payment for work and its
value for the organization. The priority of USG
analysis is to bridge the gap of point in the Hay
System. It is not enough to only use the Hay
Guide Chart in the job evaluation. It is necessary
to have a second opinion to create a sense of
fairness in the final results of the job evaluation.
Besides the method, the evaluator’s compe-
tencies of understanding job evaluation is also of
great importance.

CONCLUSIONS AND SUGGESTION

Based on the result of USG analysis, the priority
problem to be solved is in conducting job
evaluation with the Hay System. It is important
not to use only single information from the Hay
Guide Chart, but also to use the result of the job
analysis. It is also important to see the
organization structure and to do benchmarking
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in relation to other similar companies. If further
information is still needed, the evaluator may
interview the superiors to increase the data.
Salary survey can be used as a reference for any
salary adjustment. According to Abraham &
Chirchir Kipkemboi (2016), a job evaluation in
an organization can be carried out with the top
management's involvement. The top manage-
ment should understand the relevance of job
evaluation to guide its implementation. The
human resources department should orient the
values and vision of job evaluation to the top
decision-makers. The HR department should
also understand the necessity of job evaluation
and that their role in a job evaluation is signi-
ficant to organizational growth. Therefore, the
opinion of top management concerning the
evaluation process determines how the evalua-
tion would be conducted in the organization. The
key success factors in job evaluation and
whether it will be accepted by all employees
depend on the capability of the HR department
to stress the importance of job evaluation.

Empirical, Theoretical and Economic Benefits
a. Empirical Benefits

In every job evaluation, problems with the
final score of the job size can cause anxiety
for employees, therefore, in the implementa-
tion of job evaluations, you must follow the
rules in carrying out job evaluations in accor-
dance with the hay methodology. Researchers
understand employee anxiety because of the
experience of the evaluator as a job evalua-
tion committee. There are several resource
persons in the implementation of job evalua-
tions who still do not understand the use of
using the Hay System.

b. Theoretical Benefits of Research

1. The results of this research are expected to
provide new ground to the development of
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science, especially in the implementation
of job evaluation using the Hay System or
other methods. To get fair results, the cali-
bration approach may be used to solve the
problem, such as USG matrix, Ishikawa
diagram, or SWAT analysis

2. This research can be used as a reference
for further studies of other researchers
including in universities, companies, and
management consultants to understand job
evaluation studies.

c. Economic Benefits

Conducting job evaluation with transparency
and fairness may provide positive values for
employees, contribute to productivity, create
a harmonious work relationship, and advance
the company’s reputable image.

New Findings

As far as we know, studies related to job evalua-
tion using the Hay System have never been
carried out in Indonesia. The findings in this
research are useful both for academic studies and
for companies seeking how to conduct job
evaluations that can provide fairness.

Limitations

There are not many journal references that
specifically study job evaluation using the Hay
System in Indonesia. There are some journal
references to job evaluation that used other
methods. The job evaluation using the Hay
System is only provided for Hay System
Consulting partners and there are no public
training or workshops. Companies that use the
Hay System services are mostly corporations. In
addition, obtaining data related to job evaluation
from companies is not easy because such results
are strictly confidential. Information on how the
job evaluation is conducted, the data, and the
results are only shown and are not allowed to be

taken from the companies. Instead, they only
explain the process of calculating job evaluation
based on the Hay System. Fortunately, the
researchers understand the job evaluation using
the Hay System, so no difficulties were
encountered.

Regarding the respondents of this study, the
researchers chose several companies that used
the Hay System of job evaluation. These compa-
nies were selected based on the recommendation
from some HR colleagues who participated in
the Advance Level Job Evaluation Workshop in
Jakarta and from other sources. To ascertain that
the respondents had been involved in a job
evaluation, the researchers provided several
statements in the research questionnaire, and
after that, the researchers made a summary of the
previous statements and sent back the summary
guestionnaire to obtain information that could be
studied thoroughly.
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