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How much money are you wasting by 
not having job descriptions? 

 
 

Without a clear cut job description, you may not be hiring the people you really need. It’s 
hard to match an applicant’s skills against a vague idea of what you want.  
 

But even if you hire the right person, you must conduct training for that the job. The best, 
most engaged new hire quickly becomes disengaged if he becomes bored or doesn’t get 
the sense that he is contributing. Training is best and easiest when everyone knows why 
it’s being done—and a job description gives us a clear outline for developing training.  
 

Finally, people want to do a good job, but it’s terribly hard to do that when they don’t 
know what’s expected. Additionally, most performance evaluation forms are overly-
generic, so what’s expected get muddied even more. When employees are evaluated 
based on their job description, they will know exactly what is expected of them.    
 

To sum it up, job descriptions can save you a LOT of money. Time to find out how…. 
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WHY JOB DESCRIPTIONS ARE IMPORTANT  
Do you know the cost of replacing an employee? 

 
 

n the United States, the cost of replacing an employee averages $17,000.  Those 
making over $60,000 per year will cost you more than $38,000 to replace.  
However, more than one human resource manager says to simply look at an 

employee’s annual salary and that’s about what it costs you to replace that person.   

I 
With those numbers in mind, it gets very expensive for organizations to 

make a bad hire and have that employee quit in short order.   
According to the Harvard Business Review, the number one reason people 

leave their job is Job Content.*  In other words, what they do on their job is not 
what they thought they were going to do when they were hired.  

So just the cost of ONE employee leaving because of a mismatch in job 
expectations can be quite expensive.  

For those who deal mostly with entry-level employees, the cost of replacing 
them is obviously lower. But a survey I conducted in 1999 found that the LEAST 
amount it cost an employer to replace an entry-level employee was $2,000.  

Two thousand dollars. How much time does it take for you to earn $2,000?  
Looking at annual income, here’s about how long:  

 

 $  25,000 / year =  About four weeks  (160 hours of work) 
 $  50,000 / year =  About two weeks  (80 hours of work) 
 $100,000 / year =  About one week  (40 hours of work) 
 

Even if you make $200,000 per year, if you can write a job description for an 
entry-level position in less than eight, ten, or even twenty hours, you’re saving 
yourself a lot of money—not to mention time and headaches.  

 

*Contrary to popular belief, “Insufficient Salary” was # 5 on the list! 
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So, if you’re looking to do all that plus increase workplace efficiency and 
effectiveness at the same time, consider the information in this book.  

You will find this process easy to learn, and you can use it as a step-by-step 
guide. Although it will take a little time up front, this process pays you back many 
times over down the road.   Let me say that again:  
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Chapter One 
 

Create a List of Duties and Tasks 
 

“If you love what you do, 
it’s not work.” 

 
 

o get the right person you must know what behaviors and skills 
are needed for the job. This is easy if you have a good job 

description.  If you already have a job description, great—you’re 
ahead of the game! (Just verify it’s accurate.)  If you don’t have one, 
the following an easy way to benchmark the job—even if you’re 
creating a brand new position:  

T 
We see this type of 
list WAY too often 

 

Developing a Job Description 

Whenever a job description has to be created, I recommend using a “Table 
Top Job Analysis” method, as it makes fairly short work of the process. An 
overview of the practice looks like this:  

 

1. Form a small group of experts for the job in question.  If the position is brand 
new or you don’t have “experts” available, select people who understand what 
will be expected of the person doing the job. If you’re seeking to fill an 
established position, your small group should consist of people who are already 
successful in that job or are very familiar with what is expected in that job. 
Ideally, your group should have at least three people but no more than seven.  
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2. Have the group make lists of duties and tasks that will be required of someone 
doing that job, ensuring that each duty helps take the organization in the 
direction of its mission and vision.  

a) A duty is a general area of responsibility 
b) A task is a specific action that, when combined with other tasks, fulfills a 

duty. 
 

Example taken from a Safety Director’s job description: 

Duty:   
Oversee Emergency Response Teams 

 
 Tasks:   
 Identify deficiencies in the emergency plan 
 Develop emergency response skills in office personnel 
 Create response teams and appoint leaders 
 Educate all personnel on potential emergencies 
 Schedule and conduct emergency response training 
 Evaluate emergency team effectiveness 

 

 

Example taken from a Cafeteria Worker’s job description: 

Duty:   
Prepares food  
 

Tasks:   
 Prepares menu items using established procedures 
 Cooks all menu items according to established procedures 
 Displays food according to established standards 
 Assures all food and other departmental supplies are ordered in  

a timely manner so that adequate inventory levels are 
maintained to support volume or anticipated volume  

 Assures menu items are prepares in sufficient quantities to  
satisfy volumes 

 Assists in training new employees with food preparation 
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How Many Duties?  How Many Tasks? 
 

A general rule is to have no less than five and no more than fourteen duties 
for any one job.  

 
The same numbers apply to how many tasks each duty should have.  

 

Recommendation:   First, Identify the duties 

Second, Prioritize the duty list 

Third, Identify the tasks for each duty 

Fourth, Prioritize each task list 

 
How it might look when it’s all done:  

 
 

eSample:  
 
 

Duty # 2Duty # 1  
 
 Task 1A Task 2A
 

Task 1B Task 2B 
 

Task 1C Task 2C 
 

Task 1D Task 2D 
 

Task 1E Task 2E 
 Task 1F Task 2F 
 
 
 
 

www.workplace-excellence.com               Copyrig
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Task 3A Task 4A Task 5A
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Tip:  The following ten steps, known as a nominal group technique,  
are an easy way to create a duty & task list: 

 

 (nominal group technique is simply a fancy phrase for an ‘organized brainstorm’) 
 

1. Gather a group of “experts” for a particular job.  
 
2. Have each expert make their own list of that they believe the duties to be.  

 
3. Starting with one person, have him/her read out loud one of the identified 

duties.  
 

4. Others in the group will likely have that duty, as well.   
 

a. As a group, decide if it is a duty or a 
task that fits into a larger duty. 

 

b. If others have that duty on their list, 
come to consensus on the best 
wording for the duty. 

 

c. Write the duty in large letters on an 8.5 x 11 sheet of paper, and tape it 
to the wall.  

 

d. Everyone crosses that duty off their list. 
 

5. Move on to the next person, have him/her read off another duty. Repeat 
step 4.  

 
6. Continue around the room until everyone has provided a duty, then start 

over with the first person again and keep going around the room until 
everyone’s list is exhausted. 

 
7. There should be between five and fourteen duties on the wall. If more 

than fourteen exist, look at how some of the duties could be combined so 
that no more than fourteen exist. 

 
8. If there are less than five, it may be that some duties have been defined 

too broadly. Consider which ones may be too comprehensive and break 
them down, if needed.  

 

www.workplace-excellence.com               Copyrighted Material – Do Not Duplicate (208) 375-7606 



The Simple Way to Hire, Train, the Retain Great Employees 10

9. Prioritize the duties by starting with three groups:  
 

a. Which are the highest priority duties?  Move those to one side of the 
wall.  

 

b. Which are the lowest priority duties?  Move those to the other side of 
the wall.  

 

c. Now that three groups exist, prioritize the duties in each group. This 
gives you an overall priority list. 

 
10. Take each duty and repeat the Nominal Group Technique to determine 

each set of tasks.  
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Partial Example of a Duty and Task List   (Cafeteria Worker):  

 

 Duties:  

• Prepare Food 

• Prepare the cafeteria and serves food 

• Maintain sanitary conditions 

• Maintain safe conditions 

• Comply with company policies, rules,  
and regulations 

 

Tasks: 

Prepare Food -- 
 

 Prepares menu items using established procedures 
 Cooks all menu items according to established procedures 
 Assures all food and other departmental supplies are ordered in  

a timely manner so that adequate inventory levels are maintained to 
support volume or anticipated volume  

 Assures menu items are prepares in sufficient quantities to  
satisfy volumes 

 Assists in training new employees with food preparation 
 
 

Prepares the Cafeteria and Serves Food -- 
 

 Displays food according to established standards 
 Sets up, maintains and breaks down salad bar 
 Identifies any substandard quality food, bring it to the attention of the  

manager, and properly discards 
 Serves food in proper pre-determined portion sizes.  
 Serves food in a pleasant, efficient manner to customers  
 Receives deliveries, stores food and supplies in proper locations 

 
 

Etc., Etc. 
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Try It!     (Part I) 

1. Choose a Job:  

2. Brainstorm the Duties   (usually between 5 – 14 duties per job) 

3. Prioritize the Duties  (wait to prioritize until after you’re done brainstorming) 
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Try It!     (Part II)  

1. Choose a Duty from the list you just made on the previous page  

2. Brainstorm the Tasks for that Duty  (Usually between 5 – 14 tasks) 

3. Prioritize the Tasks 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Okay, that’s part one.  Let’s move on . . .  
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Chapter Two 
 

Benchmark the Job 
 

“If only the job could talk.” 
 

 

t doesn’t matter if an interviewer has fifty years of experience, some applicants 
have an ability to sell themselves into a job for which they are not a good fit. 

Using a benchmark minimizes that possibility, and adds greatly to the objectivity 
of your screening and hiring process.  

I 
Perhaps the fastest and easiest way to benchmark a job is with an assessment 

designed for the task. We recommend the Work EnvironmentTM or the Job FitTM 
assessments, as they are easy to use and cost-effective*. Benchmarking assessments 
are completed by people who are familiar with the job in question.  This can be 
people who are already top performers in the position, people who have performed 
the job successfully in the past, and/or people who must supervise those who fill 
the position.  In some cases benchmarking assessments can be completed by 
people who must work closely with those working in the position.  

The best time to complete a benchmarking assessment is immediately after 
the duty and task list has been created.  Why?  Because at that point the prioritized 
job responsibilities are fresh in everyone’s mind, and that will clarify people’s 
answers when benchmarking. The benchmarking assessments we recommend are 
completed online and provide immediate results.  

On the next page we will examine the two recommended benchmarking 
assessments and show you sample questions from each of them.  

Work EnvironmentTM and Job FitTM are trademarks of Target Training International.  

www.workplace-excellen
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Work Environment: The Work Environment assessment measures the 
behaviors necessary for someone to be successful in the job. To complete this 
assessment, any of the people mentioned on the previous page complete a ten-
minute questionnaire in which they must “force-rank” the behaviors needed for 
someone to be successful on the job, based on his/her perception of the job 
responsibilities. As an example, here is one question from the assessment:  

 

This job calls for: 
 

_____ Analysis of data and facts before acting 
_____ Tactful decisions 
_____ Quick and forceful decisions 
_____ Logical thinking before making decision 

 
A person knowledgeable about the requirements of the job would place a “1” on 
the line that applies most to the job; a “2” on the line that applies second most; a 
“3” on the line that applies third most; and a “4” on the line that applies least. 

 
Job Fit: In addition to asking the exact same questions about behaviors 

as are on the Work Environment assessment, a Job Fit assessment asks if a position 
reinforces or rewards certain actions or attitudes. Here are a few questions from 
motivators, or attitudes, section of the Job Fit assessment: 
 

Does the position reinforce or reward: 
 

1. Adherence to established approaches and/or procedures? 
Yes   No   Not Applicable 

2. Continued application of knowledge and/or theories? 
Yes   No   Not Applicable 

3. Strong self-expression? 
Yes   No   Not Applicable 
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After at least three people complete an assessment of the job, a pattern will 
emerge that shows you the behaviors an applicant would most likely need to 
display to achieve success and fulfillment on the job. (The Job Fit assessment also 
shows you which internal motivators will most likely be needed for a “best fit.”) 

 
Benchmarking assessments provide you valuable insights about the type of 

person who is likely to be an ideal candidate.  You can’t (and shouldn’t) base any 
hiring decision solely on the results of these assessments, but they do provide an 
objective perspective about the type of person you should be looking for.  

 
Putting It All Together 
 
 Use the benchmarking results along with your duty and task list to come up 
with a list of interview questions. The type of questions you should ask are covered 
in the next chapter.  
 
Use the Benchmarks for Later Comparison 
 
 Keep your benchmarking results.  You will use this information later when 
deciding which candidates should make the final cut.  
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Chapter Three 
 

Develop Behavior-Based Interview Questions 
 

“Every job is a self-portrait of 
the person that does it.” 
 

 

sking the right questions is KEY for successful job interviewing. Again, this 
is easy if you have a good job description. In other words, if you’ve written a 

clear, concise duty and task list and have benchmarked the position, you have an 
excellent way to determine the best questions to ask each candidate.  

A 
The KEY is to ask behavior-based questions related to the duties and tasks. 

These are questions based on an applicant’s genuine past experience (how did you 
handle “x”?), not on a hypothetical future possibility (how would you handle “x”?).  

For example, one task for the duty of Overseeing Emergency Response 
Teams is to schedule and conduct training.  A behavior-based question might be:  

 

“Tell me about a time you scheduled and conducted training. 

What obstacles did you encounter? How did you overcome them?” 
 

That kind of questioning gives you insights into an applicant’s actual 
experience and capabilities. Unfortunately, too many times we see interview 
questions like this: 

 

“Tell me how you would schedule and conduct training.”  
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The first type of questioning asks for genuine experience, the second type 

could be answered hypothetically. Here’s the major difference:  

 

The second type of question offers no insight

that an applicant can actually do what he says he would do. 

 

What about questions for the cafeteria worker position?  

Here’s a task:  

 

 Assures all food and other departmental supplies are ordered in  
a timely manner so that adequate inventory levels are maintained to 
support volume or anticipated volume  

 

A traditional interview question might sound like this:  

“Tell me how you would maintain inventory to support anticipated volume.” 

 

But ANY ANSWER the candidate gives is purely hypothetical. We have no 
insights into whether or not the person will actually do what he/she says he will do. 
Why? Because hypothetical questions lead to hypothetical answers. But past 
behavior is a good predictor of future performance.  

 

In the space below, write out a BEHAVIOR-BASED question you could ask 
for this particular task:  
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In the space below, write some Behavior-Based interview questions for some of the 

tasks you identified on Page 12:  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Determining Your Order of Questions 

Order of your interview questions based on the high priority duties and 

responsibilities you identified—those that will be required of a successful employee.  
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Chapter Four 
 

A Quick Word on Advertising 
 

“It is said that advertising 
is a business of words.” 

 
 

rite your job ad with both the applicant and the media in mind. For 
example, in a newspaper ad, too little information makes applicants 

suspicious and they won’t apply. On the other hand, too many requirements 
inadvertently screen out qualified people who think they don’t meet standards.  

W 
 

“Must Have” and “Helpful If” 
 

Job skills that a new hire absolutely needs to have should be listed as “must 
have.” Included in this list are skills for which: 

- you don’t want to provide training, or  
- you cannot provide training.  

Other skills, those that you would like the 
applicant to have (but those for which you can or 
will train) should fall into the “helpful if” category.  
 

Emphasize the Must-Haves 
 

Use the job description as a framework to identify the “must have” skills and 
write from there. Then choose the best publications and medias in which to 
advertise—those that a typical applicant for your specific job opening is likely to 
read.  
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Target desired applicants carefully. Obviously, if you’re hiring for an entry-
level job in rural Idaho it makes no sense to place ads in the Los Angeles Times. 
Think about where your target candidates will likely see your ad.   

By the way, don’t neglect word of mouth. Your friends and acquaintances 
are probably your best source of referrals for finding good help.  

 

 

KEY TIP:  In your ads, if your opening requires someone to use a computer, 

ask applicants to submit a resume and a cover letter via E-mail attachment. 

This gives you two important insights:  
 

1. You know the applicant can use a computer.  

2. You see how the applicant drafts a letter.  

(A letter tells you a LOT about an applicant!)  
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Chapter Five 
 

Scoring Your Interviews 
 

“Successful people continue 
even after they fail.” 

 
 

fter sorting your resumes (see my book Effective Screening & Hiring for a 
detailed look at hiring), I recommend conducting a telephone screen of your 

“A-list” applicants. Telephone screens make great first interviews for several 
reasons, but the main rationale is to decide whether or not you want to spend the 
time with a person face-to-face. During a telephone screen you can expand on 
information listed on the resume and find out how well an applicant listens.  

A 

 
You can also learn how capable an applicant sounds over the phone. If 

phone work is important for the job in question, how well someone listens and how 
they sound will be important to know.  

 

It’s during this initial phone screen that you ask the behavior-based 
questions you developed earlier. Remember, these questions usually ask your 
applicant to “tell you a story about when he/she ….”   This gets to the core of who 
the applicant is, because applicants won’t be prepared with pat replies.   

Be aware: Many applicants are unfamiliar with this type of questioning, so 
they often default back into giving your theoretical answers, even though you 
didn’t ask that type of question.  
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Example:  

You ask applicant Janet to give you a real-life example of how she went 
about planning a project, and her response is “Well, I would do this … and I 
would do that.” Because interviewing is not something we do everyday, it’s 
all too easy to accept her answer and move on. But in reality she did not 
answer the question. She was asked for historical facts but she gave you 
hypothetical. Listen carefully to each response, and don’t be afraid to 
restate your question and ask applicants to give you actual examples.  
 

If an applicant cannot provide a specific example for a question, it may be 
that he or she has not done what you’re asking about. If this is the case, the scoring 
of the question should reflect that.  

 

Scoring Each Response 

The most objective way to identify top candidates is with a scoring grid. 
Scoring grids are created by listing each question you’re going to ask along one 
axis and listing your applicants along another. During the initial phone interview, 
assign a “grade” for each answer. A sample scoring grid might look like this: 
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I like using a five-point scale in which “5” = Great Answer and “1” = Weak Answer.  
Sometimes certain questions are “weighted”* because the responsibilities related to 
those tasks are more important.      *Adding a multiplier for greater impact on the final score.  
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 Scoring grids are useful on several levels: 
1. Using them creates a standardized interview process (EEOC is happy). 
2. The chances of unequal interviewing techniques are greatly reduced.  
3. Scores among the candidates are relative to one another.  
4. They reduce the possibilities of unequal treatment among applicants. 
5. Scoring adds credibility and objectiveness to the screening process.  

 
          It’s a good idea to know what constitutes a “5” and what constitutes a “1” 
before interviewing starts, but on some questions the best you can do is a rough guess. 
Even with ambiguous questions, scoring is the most objective way to go.  
 

After each applicant has been interviewed and scored, you can decide which 
applicants deserve a closer look. For those applicants who score well and might have 
what it takes to succeed, provide them information on the next step in the process. 

When applicants don’t do well on a phone screen, tell them you’ll get back 
to them—then send out thank-you notes and wish them good luck. (That’s just 
good professionalism on your part.) 

 

Here’s an example of the scoring grid in use:  
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John B.  
Jack A. 

 

 

 

 

 

 

 
 
NOTE: Again, I strongly
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Chapter Six 
 

The Decision Step 
 

“It’s not hard to make decisions 
when you know your values.” 

 
 

fter identifying your high-scoring finalists, the “next step” is ranking the 
finalists in order of “best fit.” If you benchmarked the job with a Work 

Environment or Job Fit assessment, you’ll want to have candidates complete an 
assessment about themselves as the next step. The following describes the 
assessments you can use to do this*:  

A 

 
 DISC Assessments  (Available in three levels) 

 

The full DISC profile gives you huge amounts of insights on an applicant, 
including a list of strengths they bring to the team, their preferred 
communication methods, how to motivate and manage them, and areas in 
which they can improve (plus MUCH more).  
 

The Team Building Version also identifies the strengths a person brings to 
the team and their preferred communication methods, but it does not include 
how to motivate and manage the person, nor the areas in which they can 
improve. Instead the Team Building version includes a list of “Effectiveness 
Factors,” outlining a person’s strengths and the potential weaknesses 
associated with each strength.  

 

www.workplace-excellen
*See the Addendum on page 36 for how to get the assessments mentioned in this book.
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The Interview Version is an abridged report, containing only a narrative of 
the applicant’s general behaviors and lists of the person’s ideal work 
environment as well as the person’s value to the organization.  

 
The assessments listed above can be used when you’ve benchmarked using 

the Work Environment assessment.  You’ll simply compare a person’s DISC 
scores to the profile that was created when you had at least three people complete 
the Work Environment assessment.   Finding an exact match is rare. However, the 
insights you receive from an applicant’s scores provide extremely valuable 
information on how a person will perform in the position.  
 

If you benchmarked using the Job Fit assessment, you will want your top 
applicants complete a Talent Fit assessment.  
 
 Talent Fit  
 

Talent Fit assessments combine both the DISC report (measuring a person’s 
preferred behavioral style) AND a person’s internal motivators.  These 
scores are then compared to the benchmark created when you had at least 
three people complete the Job Fit assessment.  Again, finding an exact match 
is rare, but the insights you receive from an applicant’s scores provide 
extremely valuable information on how a person will perform in the 
position. 

 
 Note that the “Fit” series takes into account a person’s motivations, as well 
as the motivations most likely required for success on the job. In many positions, 
what drives a person to succeed is vitally important to long-term success.  For 
example if a benchmark indicates that a particular position calls for someone with 
a high utilitarian score (strong money drive), and an applicant scores very low in 
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utilitarian, then it’s not very likely the person will be driven to succeed in the 
position.  This is not to say that the person cannot succeed, but some other form of 
motivation will be required to compensate for the low utilitarian drive.  
 

It should also be noted that you cannot legally use the comparison of a DISC 
profile with a benchmark as the only factor in your decision making process.  
However, so long as the benchmark was performed accurately (at least three 
people who have direct knowledge of what’s required for success on the job), you 
are perfectly within your legal rights to use a DISC profile as one of the 
components in your screening and hiring formula.  
 

The Interview 

 After scoring your telephone interviews and obtaining the results from the 
finalists’ DISC profiles, rank your candidates in order of how you THINK you 
would hire them.  Then, call them to schedule face-to-face interviews.  In the face-
to-face interview, it’s a good idea to review some of the pages in a person’s DISC 
profile. Watch how they respond. If someone is defensive, it’s a sign that they may 
not be teachable. In the same way that you had pre-determined questions that you 
scored during the telephone interview, do the same here. I highly recommend that 
at least two people be present during an interview, with one person “driving” the 
conversation with another person observing the candidate’s body language.  
 
 Be aware, your original rankings only determine who seems most qualified 
for the job. You will find that your final decisions are often different from how you 
thought they would turn out.  The screening process determines whether a person 
is qualified ... the final interview process determines who is the best “fit.”  
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Chapter Seven 
 

Training! 
 

“Only make new 
mistakes.” 

 
 

efore bringing somebody onboard you should have a clear picture of what the 
training process will look like. If you haven’t figured it out by now, the best 

tool for creating a training outline is the job description! The process can be 
difficult because key training points can be easily missed. So, for each task we 
need to consider three things:  

B 

 

1. The KNOWLEDGE required for each part of the task 

What must the worker know and understand? 
 

2. The SKILLS needed to perform each task 

What must the worker be able to physically do? 
 

3. The ATTITUDES needed for each task 

What must the worker be concerned about regarding each task? 
 

These are commonly referred to as KSA’s (so that’s what I’ll call them).  
 

*This chapter provides a brief overview on how to set up learning objectives. For 
additional training in this area, or if you want to create awesome training programs 
that provide great results, contact the Center for Workplace Excellence about our 
nationally-recognized Train the Trainer programs and workshops.  
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Let’s jump right in by examining the first duty required of our cafeteria 
worker: Prepare Food.  

 
The tasks for the duty of Prepare Food were: 

 
 Prepares menu items using established procedures 
 Cooks all menu items according to established procedures 
 Assures all food and other departmental supplies are ordered in  

a timely manner so that adequate inventory levels are maintained to 
support volume or anticipated volume  

 Assures menu items are prepares in sufficient quantities to  
satisfy volumes 

 Assists in training new employees with food preparation 
 

Since “prepares menu items using established procedures” is the first task, 
we need to ask ourselves the three KSA questions with that task in mind.  
 
 Question #1:  What must the worker know and understand?  

Note:  Once we determine what they should know, we need to add a verb to the front of 
it, thus clarifying what the learner must do to prove he/she knows it. 

 

a) Show where is the menu kept  (and why) 
b) Show where established procedures kept  (and why) 
c) Locate where the food items kept  
d) Show where is the food prepared  
e) Show where cooking supplies and cleaning supplies are kept 
f) Etc., Etc. 
 
Question #2:  What must the worker do? 
 

a) Demonstrate ability to read recipes  
b) Demonstrate ability to measure ingredients 
c) Demonstrate ability to operate each piece of equipment 
d) Demonstrate ability to prep ingredients within  “___” (timeframe) 
e) Etc., Etc. 

 
Question #3:  What must the worker be concerned about?  
 

a) Know, explain, and demonstrate proper food handling procedures 
b) Know, explain, and demonstrate spill clean up and safety procedures 
c) Know, explain, and demonstrate equipment and knife safety  
d) Etc., Etc.  
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The Need to be Thorough 

Developing training requirements requires us to be proactive and logical, 
thinking through what is necessary in terms of the Knowledge, Skills, and 
Attitudes needed for the successful performance of each task.  

KSA’s are best developed by subject matter experts—those people who are 
very familiar with what is required for success on the job. Subject matter experts 
should be careful to assume that the learner knows very little!  
 

The Need for Verbs  

Notice that each training item on the previous page starts with a verb. 
Accurate action words (verbs) are vital if you want an employee to learn specific 
knowledge, skills, and attitudes.  The following verbs are provided to help in 
writing the KSA’s for each task:  
 

 Question #1:  What must the worker know and understand?  (Knowledge) 
 
Identify  List    Label 
Name   State   Define 
Explain  Summarize  Paraphrase 
Describe  Illustrate 

 
Question #2:  What must the worker do? (Skill) 

 
Use   Organize  Solve  
Demonstrate  Apply   Construct 
Assemble  Calibrate  Construct 
Dismantle  Displays  Fasten 
Fix   Measures  Mix 

 
Question #3:  What must the worker be concerned about?    (Attitude) 

 
Ask   Choose  Describe 
Follows  Gives   Holds 
Identifies  Locate  Name 
Points to  Selects  Uses 
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Your Turn! 
 

The 2nd duty on our cafeteria worker’s duty & task list is Prepares the Cafeteria 
and Serves Food. One of the tasks listed under that duty is:  
 

 Sets up, maintains and breaks down salad bar 
 
Obviously, each work environment will be different and chances are you’re not a 
subject matter expert on this topic. But, based on what you know about restaurants, 
answer the following:  
 

Question #1:  What must the worker know and understand in order to set up,  
  maintain, and break down a salad bar?   (K) 

 
 
 
 
 
 
 
Question #2:  What must the worker do when setting up, maintaining, and  

  breaking down a salad bar?   (S) 
 

 
 
 
 
 
 

Question #3:  What must the worker be concerned about when setting up,  
  maintaining, and breaking down a salad bar?   (A) 

 
 
 
 
  
To create training guides, simply work through this process for each task.   
A well-trained employee will be more effective and more productive, which makes 
your company more profitable—and your job a whole lot easier.  
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Chapter Eight 
 

Performance Evaluations 
 

“Study like you’re the worst, 
Perform like you’re the best.” 

 
 

eeping good employees around is just as important as finding them in the 
first place. To make sure workers stay on track with your vision and mission, 

it’s vital to keep your employees doing what they were hired to do.  

 K
If a person’s job changes, by all means, update the job description. This 

document is the guide for the employee to know what is expected, as well as a 
guide for you to determine whether or not an employee is doing what’s expected.  

When a job description is well-organized into duties and tasks, not only will 
the evaluation be easier for you to do, it will be more meaningful for the employee, 
as well. Let’s use an example from our cafeteria worker’s job description:  

 

Duty:   Prepare Food  
 

Tasks: - Prepares menu items using established procedures 
   - Cooks all menu items according to established procedures 
   - Assures all food and other departmental supplies are ordered in  

a timely manner so that adequate inventory levels are maintained to     
support volume or anticipated volume  

- Assures menu items are prepares in sufficient quantities to  
satisfy volumes 

- Assists in training new employees with food preparation 
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You’re going to laugh at the simplicity of this chart, but when you think 
about it, it makes perfect sense to evaluate people on what they’re expected to 
do—not by using some vague, over-generalized one-size-fits-all worksheet.  
 

DUTY: Prepare Food         Sample Evaluation Form: 

TASKS: Exceeds 
Expectations 

Meets 
Expectations 

Needs 
Improvement 

Does Not 
Apply 

Prepares menu 
items using 
established 
procedures 

    

Cooks all menu 
items according 
to established 
procedures 

    

Assures all food 
and other 
departmental 
supplies are 
ordered in  
a timely manner 

    

Adequate 
inventory levels 
are maintained to 
support volume 
or anticipated 
volume 

    

Menu items are 
prepares in 
sufficient 
quantities to 
satisfy volume 

    

Assists in 
training new 
employees with 
food preparation 
 

    

 

You can add a section for comments and evaluate on the traditional, generic 
items, as well (initiative, attendance, etc.). However you do it, evaluate employees 
on what’s in their job description. It’s fair, and it keeps everything in perspective!  
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Chapter Nine 
 

Final Thoughts 
 

“Slower up front equals 
faster down the road.” 

 
 

ccording to consultant Susan Heathfield:  “[When] effectively developed, 
job descriptions are communication tools that are significant to your 

organization's success.” 

A 
Heathfield also says, “Poorly written job descriptions add to workplace 

confusion, hurt communication, and make people feel as if they don't know what is 
expected from them.” 

But now that you know how to create an accurate job description and use it 
to your best advantage, you eliminate those problems. Yes, it takes time to write 
job descriptions, associated interview questions and KSA’s, but:  

Think of the value of your time . . . re-hiring, re-training . . .  
And the stress, frustration, and mistakes brought about by confusion . . . 
And then think of how much more effective and profitable you and your 

company can be if you create accurate job descriptions and use them to your full 
advantage. I guarantee that whatever time you invest in developing accurate job 
descriptions, interview questions, KSA’s and evaluations will be paid back to you 
in amazing ways—and with huge dividends—down the road.  

 
© 2006 - 2010 Dan Bobinski 
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Addendum: 

We make your job easier . . . Guaranteed. 
 

If you have questions about any part of the process described in this book, 
call me at (208) 375-7606 and I’ll be glad to help. A few minutes on the phone is 
always free! If you want, we can help you do any (or all) of the steps this book 
describes.  

Also – If you have questions about or would like to order the assessments 
described in this book, please call us at (208) 375-7606. You’ll get a discount by 
mentioning you found out about them in this book, and we guarantee you’ll be 
tickled with the results. 

 

Other services offered by the Center for Workplace Excellence: 
 

♦ Achieving Management Excellence 
When managers and leaders know the core roles and responsibilities for their level in the 
organization, it has an amazing impact on productivity—and the bottom line. With our 
programs you get tangible results. (Based on Dan Bobinski’s best-selling book, Creating 
Passion-Driven Teams) 
 

♦ Train the Trainer // The Manager as Trainer 
Equip your people with effective training techniques. The ability to talk in front of groups 
does not a trainer make. Learn how to train to get maximum results.  Visit our Train-the-
Trainer page.  NOTE: We can also provide evaluation of your current training programs. 
We also design and administer awesome E-learning programs! 

Can’t travel? Ask about our ONLINE TRAIN-THE-TRAINER! 
 

♦ Interpersonal Skills Workshops 
Leadership Development, Inc. and the Center for Workplace Excellence offer an 
excellent variety of workshops.  If you have an identified need in your workplace, let us 
know. We can either provide the solution, or point you in the right direction.  
 

♦ Assessment Tools  
Nothing gives you more insights into your people than high quality assessment tools. At 
Leadership Development, Inc., we are licensed distributors of the tools described in this 
text. Call (208) 375-7606 for more info or visit our Assessments page. 
 

We’ll make your job easier . . . Guaranteed.   
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 Visit Dan’s Blog:   www.workplace-excellence.com 

 
Be sure to frequent Dan’s Workplace Excellence blog: www.workplace-excellence.com  

    To book Dan as a speaker,  
or if you have a question about anything in this book,   

call (208) 375-7606 
 

 
   Follow Dan on Twitter:  @DanBobinski
 
 
   Follow Dan on Facebook:  http://www.tinyurl.com/danbobinskifans  
 
 
 
 
     Also check out Dan’s other books, 

     Creating Passion-Driven Teams and 

     Living Toad Free

www.workplace-excellence.com               Copyrighted Material – Do Not Duplicate (208) 375-7606 

http://www.twitter.com/DanBobinski
http://www.tinyurl.com/danbobinskifans
http://www.workplace-excellence.com/passiondriventeams
http://www.livingtoadfree.com/ltf_ProductDetails.asp?ProductID=1&DeptID=1
http://www.workplace-excellence.com/

	Chapter One
	Developing a Job Description
	Recommendation:   First, Identify the duties
	Second, Prioritize the duty list
	Third, Identify the tasks for each duty
	Fourth, Prioritize each task list
	Tip:  The following ten steps, known as a nominal group tech
	(nominal group technique is simply a fancy phrase for an ‘or
	Partial Example of a Duty and Task List   (Cafeteria Worker)
	Try It!     (Part I)
	Try It!     (Part II)

	Chapter Two
	Chapter Three
	Chapter Four
	“Must Have” and “Helpful If”
	Emphasize the Must-Haves

	Chapter Five
	Scoring Each Response

	Chapter Six
	The Interview

	Chapter Seven
	The Need to be Thorough
	The Need for Verbs
	Notice that each training item on the previous page starts w
	Your Turn!

	Chapter Eight
	Chapter Nine

