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1. Summary  

 

1.1 The Business Management and Administration Committee requested a review of the job evaluation 

system and how it works at the GLA on 23 July 2010. This is set out in this report. 

 

 

2. Recommendation  
 

2.1 That the Committee notes the report.  

 

 

3. Background   
 
3.1 The Hay Guide Chart method of evaluation system was adopted by the GLA transition team in 2000.  

The GLA has continued to use this method of job evaluation and has, since 2000, had two external 

reviews by the Hay Group. The external reviews have broadly confirmed the GLA’s use of the 

instrument and have indicated that job evaluation outcomes are reasonable.    

 

3.2 The Hay Group Guide Chart - Profile Method has a number of key features: 

 the three factors common to all jobs which facilitate comparison between jobs; 

 the step difference principle, which is the tool of comparison; and 

 the numerical scale for relating different levels of jobs. 

 

3.3 There are a number of different methods of job evaluation. Some compare whole jobs; the majority 

look at factors or elements which are common between jobs such as knowledge, skills, experience, 

mental effort and responsibility. The Hay Group scheme is based on the analysis of three main 

factors: 

 

Know-How - The level of knowledge, skills and experience required for fully acceptable job 

performance. 

Problem Solving - The span, complexity and level of analytical, evaluative and innovative thought 

required in the job. 



        

Accountability - The discretion given to the job holder, either to direct resources of all kinds or to 

influence or determine the course of events, and his/her answerability for the consequences of 

his/her decisions and actions. 

 

 

3.4 The Step Difference Principle 

 

Some job evaluation schemes compare job factors against predetermined scales. These are known as 

points rating schemes. The Hay Group scheme compares jobs against jobs using the step difference 

principle which works as follows: 

 

 if the difference between an element in two jobs is immediately evident, and requires no 

consideration at all, then it is probably three steps or more 

 if, after some consideration, the difference is reasonably clear, it is probably two steps 

 if, after very careful consideration and scrutiny, a difference can just be discerned, then the 

difference is one step 

 if, after very careful scrutiny and consideration, no difference can be detected between the 

elements in the jobs, then they are, for evaluation purposes, identical 

 

3.5 The Hay Group scheme has a facility for checking the soundness of an evaluation by considering the 

shape or profile of the job. This is done by testing the distribution of the three elements of Know-

How, Problem Solving and Accountability in the evaluation of each job to see if it makes sense, and 

relates to the nature of the role (accountable line manager, adviser, researcher etc). 

 

3.6 The Factors in More Detail 

 

Know How – The sum of every kind of knowledge, skill and experience – however acquired – 

necessary for standard acceptable performance in the role. The framework for judging Know How 

includes three dimensions, each of which has several defined levels: 

 

 Depth and Range of Know How (judged against a scale of A to H which covers all job types and 

levels in the economy). 

 Breadth of Management Know-How - the requirement for planning, organising, coordinating, 

directing, executing and controlling over time (normally judged against a scale of 0 to IV, but 

this may vary depending on the scale and nature of the  organisation). 

 Human Relations Skills, i.e. the skills needed to communicate with and influence individuals and 

groups, within and outside the organisation to achieve results (judged against a scale of 1 to 3). 

 

Problem Solving – The thinking required for analysing, evaluating, reasoning, arriving at and 

drawing conclusions. The framework for judging Problem Solving has two dimensions, each of which 

has several defined levels: 

 

 Thinking Environment, which assesses the extent to which thinking is constrained by its context 

(business environment, organisation policies, guidelines and procedures, etc) – judged on a scale 

of A to H. 

 Thinking Challenge, which assesses the complexity of the problems encountered and the extent 

of original thinking needed to arrive at conclusions (judged on a scale of 1 to 5). 

 



        

Accountability – The extent to which a job is answerable for actions and their consequences. The 

framework for judging Accountability has three dimensions, each of which has several defined levels: 

 

 Freedom to Act, which assesses the extent to which the job is subject to guidance or control (on 

a scale of A to H). 

 Area of Impact, which gauges how much of the organisation is impacted by the job (on a main 

scale of four or five levels).  

 Nature of Impact, which is concerned with how directly the job affects end results in that area 

(on a four level scale). 

 

3.7 There are also consistency checks to be done, to ensure the evaluation line describes the type or 

shape of the role in a coherent way, and relativity checks, to ensure that the conclusion makes sense 

in comparison to evaluations of other roles. Either of these sets of checks can lead to adjustments in 

the evaluation.  

 

3.8 There are many ways of applying the Hay Group Method in practice. It takes training and experience 

to become effective in the use of the scheme and within the GLA assessment of roles is carried out 

by experienced individuals in the HR department. 

 

3.9 Hay Group evaluation can be based on a written job description, as long as the job content and the 

context of the work are clear and the description presents an agreed view of the work. However, in 

certain circumstances it can be useful to interview the jobholder and/or their line manager. 

 

3.10 The Hay Group scheme has found widespread acceptance as it is applicable to any job in any 

organisation, and has been shown to be effective in both private and public sectors. It offers an 

analytical approach which is capable of meeting equal value requirements. In addition, it can give 

access to market pay data to provide like for like salary comparisons between organisations. 

Consequently the Hay Group Method is now used by more organisations around the world than any 

other single type of evaluation scheme. 

 

 

4. Issues for Consideration  
 

4.1 In 2005 when BMAC approved the change from the spot salary system to the incremental salary 

system the GLA worked very closely with HAY Group on this project. At the time Hay Group carried 

out a random sample of job evaluations. The points to grade table was also reviewed and this was 

slightly recalibrated on advice from Hay. 

 

4.2 The job evaluation system for the GLA is under constant review and considered to be robust. It is, 

however, recognised that the GLA will need to test the comparability of salaries over the next year 

and benchmark salaries with the market, especially in light of market changes.  

 

4.3 Following an internal review of job evaluations there are a number of posts that merit closer 

attention in policy/ project areas to ensure evaluations are robust and consistent. In order to 

maintain the integrity of the system it is intended to arrange an external validation process with GLA 

group organisations who are able to provide a reciprocal quality assurance process.   



        

4.6 Further training on the Hay system is also being undertaken to ensure there are sufficient qualified 

evaluators in the organisation. Unison and senior managers have been invited to attend this in order 

to widen the understanding of the system and ensure it is as transparent as possible.  

 

 

5. Legal Implications 
 

5.1 Under S.67(2) of the Greater London Authority Act 1999, as amended, (the “Act”), the Head of Paid 

Service, after consultation with the Assembly and Mayor, and having regard to the resources 

available, and the priorities of the Authority, may appoint such staff as he considers necessary for 

the proper discharge of the Authority’s functions. He also may under S.70 (2) settle their terms and 

conditions of employment including terms as to remuneration, after consultation with the Mayor and 

the Assembly, as he thinks fit.  

 

5.2 Receipt of workforce information by BMAC will help inform and supplement any consultation with 

the Assembly and the Mayor by the Head of Paid Service on staff appointments and terms and 

conditions. 

 

5.3 Under Section 404 of the Act, the Authority whether acting by the Mayor or the Assembly is 

required in exercising its functions to have regard to the need to promote equality of opportunity for 

all persons irrespective of their race, sex, disability, age, sexual orientation or religion, to eliminate 

unlawful discrimination and to promote good relations between people of different racial groups, 

religious beliefs and sexual orientation. 

 

5.4 It is unlawful to discriminate on the above grounds against persons applying for jobs, determining 

who should be offered jobs and the terms upon which the offer is made and by refusing or 

deliberately omitting to offer employment. The GLA also has a statutory duty under the Equality Act 

2010 to promote race and disability equality. 

 

5.5 Workforce monitoring as described in this report is a matter of good practice but will also enable the 

GLA to comply with the law as a result of the introduction of the Race, Employment and Equal 

Treatment EU directives which deal with combating discrimination based on sex, racial or ethnic 

origin, religion or belief, disability, age or sexual orientation and the general legislative framework of 

combating discrimination. 

 
 
6. Financial Implications 
 

6.1 There are no direct financial implications for the GLA arising from this report. 
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