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The National Occupational Standards (NOS) describe the skills and knowledge needed to 
perform competently in an occupation. As a practical resource tool, NOS have the ability to 
support staff at every level throughout the workforce, giving rise to personal, managerial 
and organizational benefits. 

This user guide demonstrates how to make the most of this resource as an employer or 
HR manager. It is divided into two parts: First part provides a general introduction to NOS 
and highlights the benefits and uses of the NOS, and the second part explains how NOS can 
be used and provides several examples of its application in the workplace. In particular, 
this guide explains the role of NOS in Job Design, Recruitment and Selection, Training and 
Development, Performance Management and Succession Planning. 

What are National Occupational Standards?
National Occupational Standards or NOS provide a clear description of what employees need to do to perform their 
job successfully. The Standards consist of a detailed breakdown of tasks, sub-tasks, skills and knowledge requirements 
and describe effective performance within a job, including any statutory or  
legal responsibilities.

Employers’ Guide for  
      Human Resource Managers

National Occupational Standards define the main roles 

and responsibilities within an area of work. They offer a 

framework for good employment practice. NOS are compiled, 

reviewed and validated in close collaboration with industry 

experts and professionals.
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NOS have been developed in most industries in Canada and they:
• describe best practices in particular areas of work;
• bring together the skills, knowledge and values necessary to do the work as statements of competence;
• provide managers with a tool for a wide variety of workforce management, quality control and specification tasks.

Why should you use National Occupational Standards (NOS)?
As a business owner, employer or HR manager, you can benefit from National Occupational Standards when 
developing your Human Resource Strategy. 
• NOS are nationally agreed benchmarks of best practice; NOS are an invaluable starting point in identifying what 

‘best in class’ means when it comes to the performance of your people. NOS have been developed nationally  
with the involvement of occupational and industry experts and leading  
edge employers. 

• NOS are flexible; they are broken down into blocks, tasks, sub-tasks  
and supporting knowledge and abilities. They describe key roles  
and responsibilities; any of the units can be chosen and combined  
to cover any individual job description in your organization. 

• NOS are forward-looking, always trying to take account of new  
technologies and ways of working.

• NOS contain lots of information about the skills and knowledge that  
people need to be best in class. Therefore you can easily identify what 
further training and development people need to reach the standard. 

• You can adapt NOS to meet your own needs.
• They can make a significant contribution to meeting the key challenges  

faced by the Food Processing Sector in Canada today.
• NOS contain lots of information about the skills and knowledge that  

people need to be best in class. Therefore you can easily identify what  
further training and development people need to reach the standard

How do National Occupational Standards (NOS) benefit  
you as an employer?
Improve quality of goods and services
Increase productivity
Facilitate the recruitment & selection of new employees and hence reduce staffing costs
Act as a benchmark for rewarding experience, knowledge and competence 
Provide a means for better human resources planning
Help effective skills upgrading

National Occupation
Standards

Tasks
Sub-tasks

Knowledge
and

Abilities

National Occupational Standards define the main roles and responsibilities within an 
area of work.

They offer a framework for good employment practice.

NOS are compiled, reviewed and validated in close collaboration with industry experts 
and professionals. 
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Industry Professionals 
NOS can guide your career and development, provide motivation to learn new skills, allow recognition of personal 
achievement and enhance public and professional image.

Employers and Owners 
NOS will help improve your bottom line by providing guidance for recruitment, training and development of 
staff, identifying key tasks and sub-tasks, ensuring that employee skills are effectively utilized, helping to create a 
competent, flexible and motivated workforce and helping to promote the industry as a viable career choice.

This guide will demonstrate how NOS can be used to achieve these goals.

Community 
Standards provide nationally recognized industry-driven benchmarks of best performance and provide the means for 
making better use of national resources.

Trainers and Educators 
Standards provide the basis for curriculum and training development and identify areas where expertise is required.

Benefits of National 
   Occupational Standards (NOS)

National Occupation
Standards

Tasks
Sub-tasks

Knowledge
and

Abilities
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The drawing summarizes how NOS can be used to support the management and development of people. 
There are numerous ways to use NOS within your organization. We have explained the most important and relevant 
ones that you can put to use within your workplace with the help of this guide. We have also used the Standards for 
Food Process Operator as an example throughout this document.

HR Planning Job Design Recruitment
and Selection

Career and
Succession
Planning

Training and 
Developement

Performance
Management

Assessment

Using National Occupational 
Standards in your HR Strategy

Standards provide nationally recognized industry-driven 

benchmarks of best performance and provide the means 

for making better use of national resources.
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Job Design
Overview
Organizations need to plan their future workforce 
requirements to ensure that they have the right people in 
the right jobs. In a rapidly changing environment, there 
are times when organizations need to design new jobs 
in order to be able to effectively deliver their business 
objectives. The job design process is closely linked with 
other HR processes, such as training and development, 
succession planning, and recruitment and selection.

The primary benefit of analyzing a job is that it provides 
the information needed to accurately design the job. This, 
in turn, helps employers to design selection procedures 
that will ensure they recruit the most appropriate 
individual for the job.

Using the NOS for Job Design
They can help employers to define the activities they 
expect the workers to carry out; they also help identify 
the knowledge and skills required for the job. Some 
organizations use the same core NOS for all jobs to cover 
areas such as health & safety, working in co-operation 
with others etc. They then add other job-specific, technical tasks, for example, to cover areas such as quality assurance, 
operating equipment or preparing raw ingredients.

Basic Requirements of a person specification:

– Skills
– Knowledge required e.g. legislation, technical knowledge
– Personal attributes/desirable behaviors
– Qualifications needed for the job
– Experience

NOS in practice

Conduct job analysis to identify the
requirements of the job through:

Observation
Questioning / Interview

Job Diaries

Review the NOS available and compare them
with the activities identified in Step 1.

Select those tasks that are critical to the job –
these will become the job specific activities.

Select those tasks, if any, which are important
for the organization – these will become the

core activities.

Consider the knowledge within the NOS to
determine if this should form part of the

person specification.
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Job Design – Example
Background
A fruit processing company is recruiting for a new job within the operations team. It is decided that the new job 
will include a specific responsibility for sampling and monitoring the quality of raw fruits. This new responsibility is 
especially important to consider in selection because quality is emphasized more heavily in the new organizational 
objectives, and the current team does not have capacity to adequately deliver this function.

As this is a new job, it is necessary to design a new job description. However, there are currently other jobs within the 
team that include some aspects of the new job, so these can be used to form the basis of the new job description.
A key component of the job description will be a job profile, listing the NOS relevant to the job. 

• Consult with current food process operators, supervisors and managers, to confirm 
the functions carried out in their positions and how this might relate to the new job

• Reflect on core organizational objectives and how they may impact the job

• Review the National Occupational Standards for Food Process Operators, with
particular reference to those describing the areas: Monitor quality of raw 
ingredients and Sampling the ingredients.

• Select the tasks that are critical to the job (job specific activities)
– B1. Monitor quality of raw ingredients
– B2. Take samples of ingredients and product

• Select the tasks that are critical to the organization (core activities)
– follow company procedures and policies
– take into consideration the regulations governing the food processing industry

• Develop the person specification: Using the national occupational standards
identified in steps 3 and 4 and to help identify the following requirements:
Skills e.g. perform sampling procedure, identify when fruits do not meet standards
Knowledge e.g. purpose for taking samples, product defects
Personal qualities and attributes / desirable behaviours e.g. detail 
oriented, investigative
Qualifications e.g. High School diploma or equivalent
Experience e.g. has previously worked as a Food Process Operator in 
a similar position

Step by Step Process

Step 1

Step 2

Step 3

Step 4

Step 5
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Overview
Effective recruitment and selection is important to employers, as they need to be confident that they have the right 
people in the right jobs. Employment selection can be a very costly process; for this reason, employers need to make 
sure that the process is carried out well.

As with most other HR processes, the recruitment and selection process is dependent on other parts of the HR process 
such as workforce planning and succession planning. Once an employer has a clear idea of his/her company’s business 
objectives and future direction, he/she can set about making sure he/she has the people with the right skills and 
knowledge to be able to deliver those objectives. Recruitment and selection begins with the job duties/responsibilities 
and person specifications – which form the basis for job descriptions, application forms and selection activities.

Using the National Occupational Standards (NOS) for Recruitment and Selection
NOS describe the expected performance. They provide a clear indication of the behaviours and knowledge required  
in a particular function. So, they can be used in the selection process. From an organizational perspective, they assist 
HR personnel and managers to establish what skills and knowledge requirements individuals will need to meet and 
how these can be assessed during the selection process. They can provide a baseline against which against which 
organizations can assess job candidates 

Recruitment  
      and Selection
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Most notably, the NOS can be used to design interview questions to assess a job candidate against key knowledge and 
performance requirements. For example, in order to design a knowledge-based interview question, one would start 
by reviewing the “Knowledge of” sections of the Food Process Operator NOS and deciding upon the most important 
knowledge requirements for the new job. So, if the knowledge of hazard controls for food and occupational health and 
safety (e.g., cleaning chemicals, containment; from A3 section of the NOS) is deemed important for new hires to have, 
a related interview question for the job candidates could read: “From your experience, what are some effective hazard 
controls for food and health and safety?” Correct answer could include items such as cleaning chemicals, containment 
and any other effective/commonly-used hazard controls. 

Also, the “Ability to” sections of the NOS could be utilized to design the so-called behavioural interview questions.  
For example, if the ability to recognize hazards and record, report and take corrective action in response to hazards 
(from B3 section of the NOS) is said to be important for new Food Process Operators, then a related behavioural 
interview questions could read: “Could you tell us about a time when you recognized a hazard and took corrective 
action in response to the hazard? What was the situation? What did you do? What were the outcomes of your 
actions?” Of course, the recruiter and/or the hiring manager would also need to formulate a range of acceptable 
answers to the question. 
 
NOS in practice
A job description has been developed for a new job. The next step is to carry out the recruitment and selection process 
using the job description as the basis. The steps depicted here describe the approach which may be taken when using 
NOS to support recruitment and selection. 

HR manager and supervisor draft a job 
advertisement based on the job profile 

and person specification

Applications are invited for the job 
using a competency based application form 
e.g. applicants are invited to describe their 

previous experience relevant to the essential 
criteria in the person specification and 

the core activities from the job map

Applications are shortlisted using the
NOS and the essential criteria from the
person specification and job description

Candidates are assessed for the post
during selection activities which are based 

on the NOS and the essential criteria 
e.g. Interview, Group discussion

The most appropriate candidate is 
selected for the post based on the assessment 

carried out during steps 2 and 4

All candidates are provided with feedback 
which is based on the NOS and the 

essential criteria used in steps 3 and 4
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Overview
Training and Development plays a large role in most organizations as it is a way of ensuring that individuals develop 
and maintain the skills and knowledge they need to perform effectively in their current and future jobs.
Knowing how and when training is needed depends on the business of the organization. Any training and 
development should be linked closely to individual and organizational objectives. 

Once the need has been identified, the organization is then in a position to implement an appropriate training and 
development intervention to address the skills and/or knowledge gaps. NOS can be used to support this process as 
they are outcome based and describe the expected standard of performance.

Using the Standards for Training and Development
NOS can be used at various stages during the training and development cycle
• Training Needs Analysis  

Organizational needs can be identified through the process of environmental scanning. Individual needs can be 
identified through the performance appraisal process. The individual’s performance is assessed and compared with 
the standards contained within their job description. Through discussion, the individual and line manager should 
identify if any gaps in performance are the result of a training and development need. 
NOS can be used to specifically identify whether the training need is skills or knowledge based.

Training and  
        Development
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• Training design 
NOS can be used to form the basis for the training design process. They can be used as the basis for learning 
outcomes on which the training is based. It is important to remember that training and development can include 
various methods such as: 
– Classroom based training 
– Coaching and mentoring 
– Action learning 
– Job shadowing 
– E-learning 
– Self-study. 

• Assessment 
Assessment is a way of measuring whether or not the learning outcomes/objectives have been achieved.  
Assessment can be carried out in a numbers of ways such as:  
– Observation 
– Group activities 
– Written/oral tests 
– Role plays 
– Simulation 
– Discussion

• Evaluation 
There are NOS that relate to the evaluation of training and development and these can be used to form the basis  
for the organization’s approach to evaluation. Evaluation can be carried out in a number of ways such as:  
– Participant response – feedback forms, discussions, post-it exercises;  
– Analysis of the assessment of learning – test results, answers to questions 
– Post intervention – discussions with participants in the workplace, discussions/surveys with line managers, 

    focus groups 
– Review of individual objectives and workplace performance 
– Analysis of individual performance appraisals 
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NOS in practice
National occupational standards can be used to support all stages of the training  

and development cycle in an organization.

Step 1 – Training Needs Analysis
Through the performance management process, Food Process Operator (FPO) and his/her supervisor identify  
a performance gap/issue in relation to Occupation skills. They discuss the performance issues and compare  

with the relevant NOS (e.g. Task A2 Follow mandatory personal, equipment and product company food safety  
and hygiene practices) to identify specific needs. They clearly define the training need and the objective  

of any training and development intervention so it is possible to assess whether this need has been  
addressed at step 3. This is recorded on an individual learning and development plan.

Step 2 – Training Design 
The FPO and his/her supervisor agree the most appropriate training and development interventions and record  

on the learning and development plan.  NOS are used to underpin the training design process and are used  
to form the basis for lesson plans or shadowing program.

Step 3 – Assessment
For each learning and development intervention, the FPO and his/her supervisor identify the most appropriate  

method of assessment and record on the learning and development plan.

Step 4 – Evaluation and Review 
The FPO and his/her supervisor hold a final review to measure whether the objectives have been  

achieved and there is an improvement in workplace performance.

Step 5 – Quality Assurance
The FPO and his/her supervisor provide feedback to the organization where necessary on the  

quality and relevance of the learning and development intervention.
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Performance 
         Management

Overview 
Performance Management is the process of managing the performance of individuals and teams to enable them to 
contribute to the delivery of organizational objectives.

The process begins with the strategic objectives of the organization which provide the basis for departmental, team 
and individual objectives.

Job-holder
Preparation

Business
Plan

Personal
Aims

Regular
Reviews

Support Manager
Preparation

Identify
Objective

$

Identify
Relative

Standards

Agree
Support
Required

Perform
to

Standards
Appraise

Performance
Provide

Feedback
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Performance management needs to be integrated with the other management and HR processes within the 
organization. It is essential that performance management is a process of continuous review and not a one off event.

Performance management incorporates activities such as Formal annual appraisal, Peer review, Self-assessment and 
360 feedback. 

The process involves both planning and measurement and may include the following:
• Measuring performance against objectives 
• Providing feedback on achievements 
• Identifying learning and development needs 
• Managing performance / behavior issues 
• Identifying support required by the individual to perform effectively 

Using the Standards for Performance Management
NOS describe the expected outcome of performance. They provide a clear indication of the standard required in 
a particular function. For this reason, they can be used in the performance management process as they enable 
individuals and organizations to identify what they need to do to carry out a particular function. They can be used in 
all parts of the performance management process:
• To set SMART (Smart, Measurable, Achievable, Realistic, Time-bound) objectives 
• To assess an individual’s performance
• To identify specific training and development needs 
• To form the basis for training and development plans and activities
• To identify performance or behavioral issues 

Using the National Occupational Standards as the basis for the performance management process can help to ensure 
consistent and objective assessment.

Step 1 The NOS for Food Process Operators can be correlated with the jobs within the Food Processing Unit  
e.g. List the NOS on a spreadsheet, showing which NOS are relevant to Food Process Operators and  
Food Process Supervisors. This process also helps to clarify the similarities and differences between jobs.

Step 2 Individuals meet with their line managers to review the requirements of each NOS relevant to their job  
and to plan how they can collect evidence against the NOS.

Step 3 Evidence of performance against the NOS is reviewed and documented as part of regular performance 
meetings between individuals and line managers. This is used to show where people are performing  
to the required standard and may also lead to identifying any training and development needs.

NOS in practice
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Overview
Succession planning is the process by which an organization identifies the potential of individuals and enables them 
to develop the skills and knowledge required for future jobs. It is a way of ensuring that individuals are prepared to 
replace key personnel when they move out of the job. It enables the organizations to widen their recruitment pool and 
to be confident that there are suitably skilled internal candidates. 

Organizations that can identify the future potential for other key staff may be able to retain them more effectively if 
they are provided with the opportunities to progress their career.

It helps to improve retention rates and also makes the organization appear attractive to external individuals.

Using the NOS for Succession Planning 
National occupational standards describe the expected outcome of performance. They provide a clear indication of the 
standard required in a particular function. For this reason, they can be used in progression and succession planning 
processes as they enable individuals and organizations to identify the key skills and knowledge required to carry 

Succession    Planning



15

out a particular function. From an organizational perspective, they assist HR and managers to establish what skills 
and knowledge individuals will require and how these can be developed through job shadowing, training, coaching, 
mentoring and self-study. From an individual perspective, they assist individuals to be clear about their career 
aspirations and to define the skills and knowledge they need to succeed in future jobs. They can provide a baseline 
against which individuals can self-assess and against which organizations can assess an individual.

It is important to note that NOS are used to assist this process but should not be used in isolation as progression and 
succession planning involves identifying potential not necessarily existing skills and knowledge. 

The NOS can be used to objectively assess an individual’s future potential for a range of jobs but the organizational 
selection procedures will be the key in ensuring that the most suitable candidate is selected for a specific post. 
Personal qualities and attributes may be assessed through Assessment and Development Centres in this regard.

Succession    Planning

It is important to note that NOS are used to assist 

this process but should not be used in isolation as 

progression and succession planning involves identifying 

potential not necessarily existing skills and knowledge.
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The operators are 

assessed on their 

current competences 

and a future  

roadmap is prepared 

for their career 

progression including 

further training  

and education. 

NOS in practice

Background – The owner of a large bakery is keen to develop his team of Food Process Operators to further  
their careers and prepare one of them to progress to the position of a baker in future. This is both to provide  
greater recognition for the current job, which tends to be under-valued in his bakery, and also to provide a  
clearer structure for career progression within the food processing team.

Step 1 The food process team sits within the overall operations team of the bakery. The owner meets with the 
operations and retail sales teams to assist in creating a defined career structure for the food processing 
team in the bakery. They agree to use the Standards for various food processing positions within the  
bakery to provide an objective description of the activities carried out by the team.

Step 2 In order to recognize different levels of competence, and to create opportunities for career progression,  
it is decided to create a ‘competence framework’ with 3 levels:

 1. Food Process Operator
 2. Food Process Supervisor
 3. Baker

Step 3 Job descriptions, person specifications and a rationale are developed for each job. These documents  
are based on the competences described by the NOS for Food Process Operators, Supervisors and 
Bakers. The operators are assessed on their current competences and a future roadmap is prepared  
for their career progression including further training and education.

Future The NOS have helped to provide a clearer understanding of what Food Process Operators do. It is  
expected that operators will be able to work through the competence framework as they progress in  
their careers. It is also hoped that operators will have the opportunity to achieve a relevant qualification.
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