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JOB DESCRIPTIONS? WHAT JOB
DESCRIPTIONS?

AN EIGHT-STEP PROCESS TO CHANGE MANAGEMENT
As an HR professional, you recognize the value of a strong, inspiring
job description that reflects the culture, mission and vision of your
organization. An HR DIVE article noted, “job descriptions are the
blueprint to employee success” (2017). This statement sums up the
importance of job descriptions and why they are such a critical
piece of a successful organization. Accurate and current job
descriptions provide strong job postings, talent acquisition, and
employee evaluations for promotions and organizational structure.
Job descriptions are evolving documents and are most valuable
when they are consistently used, reviewed, and edited with the
most current compliance standards. As a foundation of HR systems,
job descriptions provide employers the ability to view the
employee’s place within the organization from recruitment to
retirement by allowing employees to see how their job
responsibilities fit into the overall core values of the organization.
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JOB DESCRIPTIONS? WHAT JOB DESCRIPTIONS? AN EIGHT-STEP PROCESS TO CHANGE MANAGEMENT
(continued)
With the vast amount of support for “why job
descriptions are imperative to your
organization,” how do we get our managers
and leaders to “buy into” the importance of
job description management?
This question is common and often heard
when an HR team is trying to manage their
job descriptions and keep them up to date
and compliant by collaborating with
managers and trying to review their existing
job descriptions via Word documents,
SharePoint files, or email exchanges.
Without a dedicated process in place, a
situation can easily arise where job
description management falls by the
wayside, resulting in job descriptions with
missing or outdated information that are no
longer in compliance. This can result in a a
mess of legal challenges followed by a
lengthy, expensive project. At this point, the
HR team realizes their “iceberg is melting”
and their job descriptions need to be
managed in a system that allows everyone
to access the same, accurate, job
description and have all HR systems working
from one central space.
As an HR professional, you are mostly likely
familiar with change management and
organizational change. These practices
typically occur when a company is
undertaking a large change that effects
processes and people and the organization
needs a way to manage the
communications and efforts to ensure
everyone is “on board” with the new
process. These processes can also be
applied when helping your managers and
leaders “see” the need for properly written,
documented, reviewed and stored job
descriptions.
A renowned leader in change
management, John Kotter, shared a lighthearted short tale about a colony of
penguins whose “iceberg is melting” to
illustrate his eight-step process for leading
change. In “Our Iceberg is Melting” (2005),
there are a few penguins who have
observed the beginnings of their iceberg
melting…from underneath. Since the melting
was not clearly visible to the Leadership

Council or many others from the colony, one
penguin had to show a leader who they
could trust to listen to the concern and show
them the problem. Otherwise, the leaders
were dismissive of the situation and saw no
need to change as the iceberg had “always
been their home”. Sound familiar?
One penguin got the attention of one
leader and shared the “sense of urgency”
about the fact that their iceberg was
melting, and they needed to make a
change for the survival of their colony. The
leader penguin helped the penguin present
to the Leadership Council the problem they
were facing by the melting iceberg by
demonstrating what could happen if they
didn’t act and remained complacent and
did nothing.
Step One: Create a sense of urgency
by helping others see the need for
change and immediate action using
motivation (reduce fear, anger and
complacency).
Step Two: Organize a team of leaders
able to promote change. All members
must be aware that a change is
necessary, be willing to lead by
example, and take responsibility for the
results of themselves and others
(Cohen, 2005).
At first, the Leadership Council resisted, but
once they could “see and feel” what could
happen to their colony, they were on board
(buy-in). The penguin shared the vision with
the colony to show “how the future will be
different from the past and how you can
make that future a reality” (Kotter, 2005).
Step Three: Get the vision right by
“creating a clear, inspiring, and
achievable picture of the future. The
vision must describe the key behavior
required in the future state so that
strategies and key performance metrics
can be created to support the vision”
(Cohen, 2005).
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(continued)
Step Four: Communicate for understanding and Buy-In by ensuring as many people
“understand and accept the vision and the strategy” (Kotter, 2005).
The penguin team recruited other penguins to help scout out a new place to live. This required
adult penguins to change and start sharing food with scouts, instead of only with their own
children. This change allowed the penguins to start thinking about their new way of life as they
took action to find their new home. When the scouts returned with news of possible new homes
for their colony, they were honored and shared a sense of success.
Step Five: Empower others to act by removing barriers for “those who want to make the
vision a reality can do so” (Kotter, 2005).
Step Six: Produce short-term wins by sharing “meaningful performance improvements to
demonstrate that progress is occurring” (Cohen, 2005).
At this point in the decision to find a new home and implement changes needed to make the
move, most of the skeptics had become less skeptical, as the new daily life routine continued
among the colony. Soon the penguins began their move to their new home, just in time to settle
in for the start of winter. The move was not always easy or smooth. Some penguins got lost but
found their way back, and they had to find new fishing areas and adjust to a new direction of
the wind. By the next season, they found a new, better iceberg to call home with more fishing
areas because they had not let up and become complacent with staying in one place. Each
time the colony prepared to move, the process became much easier than the first time. Of
course, there were still those few penguins who decided that now that they had found the
“perfect iceberg” and they should just stay put. There will be those among you who will accept
the changes: some will love it, and others never will. “Culture changes with as much difficulty in
penguin colonies as in human colonies” (Kotter, 2005).
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(continued)
Step Seven: Don’t let up by “persisting,
monitoring and measuring progress, and
not declaring victory prematurely” until the
vision is a reality (Cohen, 2005).
Step Eight: Make it stick by creating a new
culture to ensure new actions and
behaviors replace the old and take root,
by being embedded throughout the
organization, make it “the way we do
business here” (Cohen, 2005)
As Kotter’s penguin tale shows us change is
necessary for survival, it easily translates to
HR teams (“penguin colony”) trying to get
their managers and leadership
(“Leadership Council”) to stop using the
“old way” of managing job descriptions
via files and emails while missing critical
components (“the melting iceberg”) and
move to a new way of using a centralized,
compliant job description management
system (“new icebergs, change”).
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STILL USING
IE11?
Due to Microsoft sunsetting IE11 on
January 14th, 2020, HRTMS will cease its
support of IE11 as of December 31, 2019.
We encourage you to use JDXpert on
Chrome, Edge, Firefox, or Safari. Thank
you for your cooperation.

WHAT’S NEW
IN FEATURES
JOB CATALOG SEARCH
The Job Catalog is a new, easy-to-use
search screen that lets users browse your
library of job descriptions. A visual
representation of the career ladder
makes it easy to select one or more
career streams. You can also filter using
Job Family/Sub Function and/or other
custom search fields. Jobs can be
viewed in side-by-side mode or
viewed/downloaded in full print preview.
The Job Catalog can be exposed as a
stand-alone application that does not
require any authentication (for customers
that publicly expose their job
descriptions). You can also access the
module from the main menu on the
Home Page.

COMPLETED FLAG IN JOB
WORKFLOWS
The Job Workflow module has a new
feature that allows a non-approving
workflow participant to indicate that they
have completed their review of the job
description.
Once the participant completes their
review, the workflow step approver will
receive an email and a completion
indicator will appear in the workflow
details. If the approver needs additional
feedback from the participant, the step
approver can reset this flag, allowing the
user to revisit the job description and
continue editing.
To learn more login to the JDXpert Help
Center or contact your Customer Success
Manager at success@hrtms.com.

TIPS AND TRICKS

2019 3rd Quarter New Features and Fixes

One of the most exciting things about this latest release is the new content library that HRTMS has
been working on as the latest development in our ongoing commitment to providing quality and
easy-to-access job description content. Instead of just a database of job descriptions, we have
implemented both a new cloud-based solution, and a shared repository of job descriptions that you
can opt into. With this new content library, we pull real time information from the Dept. of Labor’s
O*Net every single time that you open it. That way you never miss a single update to the information.
The second part of this is the new shared repository that allows you to share job descriptions that you
create and to view job descriptions that other companies have created. This is a completely optional
service that you have to opt into.
We have also streamlined the approval process in the workflows, as well as made the emails that are
generated from the system a bit more personal and friendly, so that they appear less “system
generated.”
To read all about the new features in the latest build, please click here.
Also, we have made a few fixes to the current code in side-by-side views, the master template, and
especially in workflows.
To read all about the fixes in the latest build, please click here.

USE CASE

Competency-Based Interview Questions
Description

The Competency Matrix allows for the selection of a single proficiency level within a competency.
The custom configuration uses the selected competency/proficiency to populate the relevant
interview questions in a structured format. The resulting content can be exported in a purposededicated print view, which managers can use to guide their interview process.

Actors

The Compensation team functions as the owners of the content, with HRBP team members relaying
the results to the hiring managers so that they can utilize that information during the interview process.

Pre-Conditions

Client had pre-existing interview question content in a spreadsheet that allowed that content to be
located using the competency/proficiency. The protocol that they had previously used to provide
this information to managers in a usable format was tedious and had to be performed by the HR
group at the request of the manager each time an interview was to take place. The time-consuming
process involved searching the content for each competency one-by-one and copy/pasting that
information into a document that managers could use as a guide to phone screening and in-person
interviews, with questions relevant to the competencies outlined in the job description.
They required a process that would deliver all the correct information from a job description into a
single document and eliminate the time-consuming process of seeking that information piecemeal.

Configuration Summary

Matrix competencies for proficiency selection:
The Competencies Matrix allows for competencies with multiple proficiency levels to be pivoted so
the proficiencies within a competency display in a single row, but only one proficiency may be
selected.

USE CASE: Competency-Based Interview Questions (cont.)
HTML box to deliver interview question content in a formatted context:
A tagged text expression loops through each competency, searches the interview content
spreadsheet for the related interview questions, and delivers the content in an HTML box with required
formatting.

Dedicated print preview to allow interview questions to be exported as a pdf or word document for
managers:
Delivers competencies, interview questions and other relevant content from the JD in a print version
for the manager to use in interviews.

USE CASE: Competency-Based Interview Questions (cont.)

Basic Flow

Current process flow for client: Once the competencies have been selected as part of the creation
and revision of the job description, the interview questions populate automatically. When a hiring
manager has an open position, they request a set of interview questions from the HRBP team, who
can easily export the dedicated print view for the JD and provide it to the manager.

Result

HRTMS has since created proprietary content for both competencies and the auto-populating
interview questions. This allows clients that do not have pre-existing content to have relevant
interview questions populate based on the selected competencies. The future state will allow the
manager direct access to the dedicated print view to further streamline the process, which will be
part of their phased approach to providing their team access to the JDXpert tool.

Partnership Announcement

HRTMS has entered into a partnership with Curo Compensation Limited (Curo),
an industry leader in total compensation management technology. Click here
to read the full announcement.

COMMUNITY
OUTREACH

Out of the Darkness and into the Light
To continue our effort in supporting community
causes dedicated to mental health, HRTMS North
participated in the Out of the Darkness Walk last
month. This walk is meant to bring awareness to
how suicide and mental illness have affected our
lives and our loved ones.
These walks not only help start a conversation
about suicide, but the money raised helps to
fund prevention education programs, support for
those who’ve lost someone to suicide, advocacy
programs that support mental health legislation,
as well as innovative research that helps save
lived by understanding more about suicide.
We are a group not unlike many out there who
have been personally impacted by suicide and
mental illness. Our company is committed to
supporting these causes so that a conversation
can be had about these stigmatized subjects
and hopefully get us one step closer to finding
real solutions to these life-altering issues.
If you or someone you know is in crisis, please call
the National Suicide Prevention Lifeline at 1-800273-TALK (8255) or contact the Crisis Text Line by
texting TALK to 741741.

UPCOMING
EVENTS
CUPA-HR ANNUAL EXPO – EXIBITOR |
OCTOBER 20-22ND | DENVER | LEARN MORE
WEBINAR: COMPENSATION BEST PRACTICES
presented by Curo
NOVEMBER 13TH | REGISTER
HR USER TRAINING
NOVEMBER 20TH | REGISTER
DECEMBER 18TH | REGISTER
ADMINISTRATOR TRAINING
NOVEMBER 12-14TH |REGISTER
DECEMBER 10-12TH |REGISTER
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