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INTRODUCTION

I. Opening and Purpose

Competency models include the outputs of researching and identifying the char-
acteristics (or competencies) of workers that underlie successful performance.
Competency models can be constructed to include two sets of competencies: (1)
those that all successful workers use—both singularly and in combination with
each other—to successfully produce the job outputs or results that are expected
of them by their organizations; and (2) those competencies that are used by a
subset of successful workers that distinguish their performance as “best-in-class”
or “exemplary.” Competencies are tools that are used in various ways by work-
ers to complete units of work called job tasks. The result of successful comple-
tion of these tasks is the production of outputs or results that are provided to
others, including customers, constituents, co-workers, or numerous others. By
using differentiating competencies, organization managers can help employees
focus on those competencies that will help them achieve “best-in-class” perfor-
mance as a matter of normal, day-to-day performance.

Given their powerful role in performance management and assessment, it is
easy to understand why competencies are just beginning to receive widespread
acceptance in the human resource management field. They are key elements in
the following applications: high-quality job descriptions; employee selection cri-
teria and methods; performance management and assessment methods and
instruments; individual competency and outputs assessment processes; and
employee development opportunities (including training). Competencies are also
the foundation for many employee compensation systems. Implemented wisely,
competency applications are perceived by users as highly useful contributions
to sound human resource management systems.

Given their importance in day-to-day worker performance, the identifica-
tion of competencies and the construction of competency models should be inte-
gral to virtually every job or performance-analysis activity in an organization.
Sadly, however, these “shoulds” do not represent reality in many organizations.
Why is this the case?
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Practitioners offer numerous reasons for not having well-designed competency identifi-
cation and modeling projects as part of their job analysis activities. Most practitioners have
only limited options for building competency models in their organizations. When options
do exist, they typically include: (1) Hiring an experienced consultant or consulting firm to
do the work (sometimes at a considerably high cost to the organization); (2) Purchasing a
competency model or list of competency statements from another organization or vendor;
(3) Using commercial, task-oriented software solutions (these rarely include the more abstract
competencies that employees must oftentimes use for successful performance, such as
“patience,” “a desire to achieve,” “perseverance, “ or “external awareness”). 

However, these organizations now have another option—one that is cost-effective, effi-
cient, and comprehensive in content. It is the Competency-Based Performance Enhancement
Toolkit. The major purpose of this Toolkit is to provide you with the tools that you need in
order to win support for and develop and implement select competency-based performance
enhancement opportunities within your organization. The elements of this Toolkit will help
you and your organization identify ways to use employee skills and talent to achieve the
organization’s strategic objectives.

The contents of the Toolkit provide you with the most innovative methods, procedures,
suggestions, and materials that will help your organization embark upon (if it has not already)
or advance its use of competency identification and modeling technologies to organization
advantage.

II. Toolkit Organization

The four parts of this Toolkit contain virtually all items (except copies of the reference or
bibliographic materials) that you will need to identify competencies and create models, indi-
vidual competency assessments, and individual development planning. Here’s an overview
of what the individual parts of the Toolkit include:

❚ Information, some of it considerably detailed, for the “competency program admin-
istrator” or “project manager” who must have an in-depth understanding of com-
petency technologies and their applications in order to be effective in that role; 

❚ Formal, structured executive- and employee-briefing packages, including overhead
masters, an organization-assessment instrument, briefing guidelines, and a formal
action-planning process (with a form) that can be used during the briefings to plan
and gain commitment from decision-makers on next steps;

❚ Materials such as sample data collection instruments, worksheets, and other infor-
mation needed to plan and conduct data-collection activities in support of com-
petency-model development projects; 

The Competency Toolkit
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❚ Sample materials and instructions needed to conduct competency assessments for
individual employees; 

❚ Suggested plans, approaches, and sample materials for implementing individu-
alized competency-based development planning;

❚ And much, much more. . . . 

The Toolkit contains four major parts:

❚ Part I: Gaining Organization Support for Competency Identifications
❚ Part II: Creating Competency Models Step-by-Step
❚ Part III: Using a Competency-Based Multi-Rater Assessment System
❚ Part IV: Helping Individuals Build Their Competencies: Individual and Managerial 

Contract Development

Each part of the Toolkit includes all the materials required to produce specific outputs
or results needed to help the organization establish competency foundations for selected
human resource management functions.

Part I of the Toolkit, Gaining Organization Support for Competency Identification, con-
tains items that will help you win organizational support for competency identification and
modeling. The items found in Part I include the following:

❚ A detailed information briefing that includes tips and suggestions for conducting
a successful briefing session with key organization decision-makers

❚ Facilitator and presentation guidelines so that you can deliver a consistent mes-
sage to organization leaders about competency-based performance enhancement

❚ An organization assessment questionnaire so briefing participants can frame an
organization-specific perspective of competency-based performance enhancement

❚ A White Paper for Management on the basic concepts and principles of compe-
tency-based performance enhancement

❚ An Action Planning Form to help you structure group thinking about issues that will
surface as you follow the steps in the program 

Once you win the necessary support for a competency-based approach to perfor-
mance enhancement, you will then begin to identify competencies for specific jobs and
develop models in the organization. This important responsibility will be easier to carry
out if you use the following items from Part II of the Toolkit, Creating Competency
Models Step-by-Step:

❚ An introduction to competency identification and modeling techniques, including
definitions of key terms and how to correctly use them as you go about achieving
organization goals

Introduction
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❚ The steps for researching competencies and for developing a competency model
❚ Detailed explanations of each step 
❚ A checklist for planning and managing competency identification and modeling
❚ Appendices that consist of a wide variety of worksheets, activities, and product

samples, an expansion of the well-known DACUM process (specific for use in com-
petency identification projects), a competency card-sort process, two extensive
competency menus or lists, a sample competency modeling strategy, and a tem-
plate for constructing a competency model

Once competencies are identified and models are created, these results can be used to
plan, design, develop, and administer competency-based multi-rater assessments for selected
organization employees. Part III of the Toolkit, Using a Competency-Based Multi-Rater
Assessment System, provides support materials you will need to successfully implement com-
petency-based multi-rater assessments within your organization. A sample of the items
included in Part III include the following:

❚ A discussion of the “basics” of competency-based multi-rater assessments 
❚ A management-briefing package, similar in structure and format to that found in

Part I, so you can formally brief organization leaders on the principles, practices,
benefits, and opportunities of using competency assessment with key employees

❚ Handouts for the management briefing
❚ Supplementary materials, including a sample assessment survey; a sample assess-

ment report; and a sample evaluation questionnaire

If you use the multi-rater assessment properly, employees will know what their job
strengths and weaknesses are, relative to the organization’s business goals and strategic direc-
tions. The competency assessment data will give them what they need to develop necessary
competencies and apply them in ways that will profit both the employee and the organiza-
tion. Part IV of the Toolkit provides everything you need to design organization initiatives
to help individuals build these competencies using individual and managerial contract-devel-
opment techniques. Part IV of the Toolkit, Helping Individuals Build Their Competencies:
Individual and Managerial Contract Development, includes:

❚ A detailed explanation of key issues and concepts so you can align competency
assessment results with individual development initiatives 

❚ An executive-briefing package on individual development planning, consisting of
overhead masters, handouts, and other materials needed for the briefing session

❚ A (second) briefing package on Individualized Development Planning for employ-
ees, consisting of overhead masters, handouts, and other materials needed for the
briefing

The Competency Toolkit
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A Master Bibliography is included at the close of Part IV.

The organization that uses the materials and suggestions in this Toolkit will be building
competency foundations for key performance management functions. It is quicker and less
costly than other approaches, a significant concern to organizations that want to focus on
mission and goals.

III. Toolkit Audience

This Toolkit has been designed for human resource professionals, performance technolo-
gists, consultants, training and development professionals, performance management pro-
fessionals, and any other persons who may be responsible for performance issues in their
organization. A secondary audience might include students or teachers in areas of human
resources, workforce planning and development, organizational development, or human per-
formance technology.

IV. Considerations for Using the Toolkit

Many tool systems today consist of snap-on and snap-off modularized tools and parts that
can be used as needed, in whatever order the consumer sees fit, in order to meet the work
or performance challenges and opportunities at hand. This Toolkit takes a similar approach,
with the following caveat: 

Follow the precise order laid out by the authors. That is: (1) Obtain key leadership sup-
port for competency initiatives; (2) Identify key jobs and the competencies for each job; (3)
Conduct competency assessments for job holders in key jobs; and (4) Implement individual
development planning. This is extremely important. 

Once you have achieved objectives 1–4, use the definitions provided (or alternative def-
initions, depending on your organizational circumstances) as you move through the rest of
the Toolkit. 

The Master Bibliography will be of significant help. Resources must be available to com-
plete the work required for achieving the project objectives; identify the resources well in
advance and have them available when they are needed. Certain project tasks can easily be
performed by contract or part-time resources, but this approach works best only when the
project manager and the project sponsor have established a high level of trust and confidence
in the contractor(s) in the organization.

We don’t offer you a fool-proof “cookbook approach” to this work. The Toolkit user
must understand that the contents of the Toolkit do not include all the little details you’ll no
doubt need. The ideas, intuition, ingenuity, and creativity must come from you and your col-
leagues. However, an outside expert would be of immense help as a project reviewer, and
even improve the likelihood that you will achieve your goals. The authors of this Toolkit can
serve in this capacity, as well. (See page 1–17 for details).

Introduction
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You should link your human resource management objectives with competency model-
ing, assessment, and development if you want to achieve strategic business objectives.
Competencies are the tools or foundation elements for all human performance; organiza-
tions cannot and will not succeed without appropriate human performance! In most situa-
tions, you have to address all of an organization’s strategic business objectives at the same
time. Depending on local organization conditions and practices, organization leaders should
be encouraged to prioritize their business objectives and select the most critically important
ones for initial competency-based human resource management applications.

Finally, a matter of extreme importance: the issue of performance roadblocks.
Competency-based human resource management initiatives are not to be used as a substi-
tute for resolving job performance issues and roadblocks that limit or prohibit a worker’s
daily performance or the accomplishment of specific tasks. Consequently, before you set
about developing competency-based human resource management initiatives, do a perfor-
mance analysis and resolve any conflicts or roadblocks to successful performance. (Refer to
Dubois, 1993 and Rothwell, 1996 for additional information.)

V. Background of the Authors

Dr. David D. Dubois, a principal partner in Strategic Performance Improvement Associates,
is an internationally known and respected consultant, author, speaker, and workshop leader
in designing and implementing competency-based human resource development and human
resource systems. He is the author of the best-selling book Competency-Based Performance
Improvement: A Strategy for Organizational Change, as well as The Executive’s Guide to
Competency-based Performance Improvement, both published by HRD Press, Inc. He co-
edited with Dr. William J. Rothwell In Action: Improving Performance in Organizations,
published by The American Society for Training and Development. His most recent book,
The Competency Case Book: Twelve Studies in Competency-Based Performance
Improvement, was published in 1998. He is the author of “Competency Modeling,” a chap-
ter found in Intervention Resource Guide (Langton, et al., Jossey-Bass, 1999).

Dr. Dubois has more than 30 years of diverse experience creating and implementing com-
petency-based human resource management practices, including competency-based perfor-
mance management systems, for organizations such as Federal Express/Roberts Express, U.S.
Postal Service Headquarters, Montgomery County (Maryland) Public Schools, The University
of Michigan Medical Center, Baker-Hughes-Inteq, Inc., Rutgers AG, U.S. Department of
Labor, PEER Environmental Consultants, Linkage International, Ltd., Insept, The Money
Store, Inc., Coca-Cola, Inc., Holland College, Eastern College, American University, Lockheed,
Inc., Booz Allan & Hamilton, Ford Motor Company, The University of Michigan School of
Education, Morgan, Brown, & Joy, P.C., Boston Edison Co, and Knowledge Resources. He
frequently provides expert opinions and judicial witness services on human resource man-
agement cases. 

The Competency Toolkit

I–12
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is a licensed professional counselor and holds a continuing interest in spiritual development and
its impacts on competent performance. His consulting practice is based in Rockville, Maryland.

William J. Rothwell, Ph.D., a principal partner in Strategic Performance Improvement
Associates, is Professor of Human Resource Development in Pennsylvania State University’s
Department of Adult Education, Instructional Systems, and Workforce Education and
Development. He serves as Director of Penn State’s Institute for Research in Training and
Development. Previously, he served as assistant vice president and management development
director for the Franklin Life Insurance Company in Springfield, Illinois and as training direc-
tor for the Illinois Office of Auditor General. He has spent the last two decades working full-
time in the fields of human resource management and employee training and development,
bringing real-world experience to his academic and consulting work. 
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VI. Important Definitions

One of the most important determinants of success is whether the people in an organization
have accepted and adopted an internally consistent set of definitions and concepts for “com-
petency work.” 

Here’s an important note on the use of definitions and concepts of competency work: If
you are the person in your organization who will spearhead competency research, develop-
ment, and implementation operations, you must be in agreement with and fully conversant
in the definitions and concepts that follow. Since these definitions and concepts are interde-
pendent, you should realize that any change in one entity will most probably require changes
in other entities. Our best advice to you is to substitute synonyms for certain terms when the
host organization demands that these changes be made. If you find yourself in this situation,
you will need to accommodate organization demands while, at the same time, maintaining
technical accuracy in your work. Just keep in mind that all of the elements of this Toolkit
are based entirely upon the definitions and concepts that are described next.

❚ A job output or result is a product or service that an individual, group, or team
delivers to others (customers, clients, colleagues, or co-workers). A typical job out-
put for, say, an executive secretary position might be a letter prepared for the
writer’s signature.

❚ A job task is a unit of work that contributes to the achievement of one or more of
the job outputs or results expected of the employee. Using our example of an exec-
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utive secretary, the final step in the preparation of the letter for signature, using word-
processing software, would be a job task.

❚ A job activity consists of a meaningful collection of job tasks, or a subset of the
job tasks, whose completion results in the production of one or more of the job out-
puts or results. For the executive secretary, the retrieval of the draft letter from the
writer’s file and the copy editing of the letter, the formatting, and preparation for sig-
nature together represent a job activity.

❚ Job competence is an employee’s capacity to meet (or exceed) a job’s require-
ments by producing the job outputs [or results] at an expected level of quality within
the constraints of the organization’s internal and external environments (Dubois,
1993). Note that this definition is built upon individual achievement of the expected
job outputs or results within expected levels of quality, while successfully coping with
and surmounting the challenges of both the internal and the external environments
of the organization. For the executive secretary, the job requirement is the prepara-
tion of a letter from another’s file in final form, ready for signature by the originator
or writer. The quality standard is that the letter must be error-free and follow organi-
zation standards. The major obstacle in the internal environment is getting the writer
to sign the letter in a timely manner. The major obstacle in the external environment
is getting the letter dispatched to the receiver in a timely manner. Some of these items
are under the control of the executive secretary and others are not. Being competent
means finding ways to meet the standards and surmount the potential obstacles.

❚ A job competency is an underlying characteristic of an employee (that is, a motive,
trait, skill, aspect of one’s self-image, social role, or a body of knowledge) that results
in effective and/or superior performance. Boyatzis (1982) notes that a person’s
knowledge and skills are the traditional “competencies” that individuals bring with
them to their jobs or acquire while on the job. When asked for an example of a
“competency,” most persons will cite a knowledge or a skill. This is only part of an
individual’s compendium of job competencies. Motives or social roles can be con-
sidered competencies when use can be shown to directly contribute to the success-
ful achievement of one or more job outputs or results. Have you ever known an
individual with a strong desire to achieve some output or result? This person most
probably has what is referred to as high “achievement motivation.” For the execu-
tive secretary, an important competency might well be attention to detail. Another
competency might be: anticipates delivery delays.

In the context presented here, you should note that competencies are similar to, yet dif-
ferent from, job tasks. A job task is a unit of work, whereas a competency is a tool that one
uses to perform one or more job tasks. The more obvious competencies that employees use
to achieve outputs or results expected of them are their knowledge and skills. Employees and
employers tend to take some competencies for granted. For example, when the situation
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requires it, an employee’s patience, perseverance, and belief in the value of his or her per-
formance are examples of competencies. Competencies are the characteristics within the
human psyche that “enable” performance.

VII. Competencies and the Human Resource Management System

Although authors and organization persons use a wide variety of terms and definitions to
describe a human resource management system, most human resource management systems
in organizations of moderate-to-large size include the following subsystems:

❚ Recruitment and Selection
❚ Performance Management
❚ Job Analysis and Evaluation
❚ Compensation
❚ Human Resource Development (training, education, development)
❚ Organization Development (or Improvement)
❚ Career Planning and Development and/or Succession Planning

Competency-based human resource management systems are gradually gaining recog-
nition, acceptance, and prominence in organizations worldwide. Examples of this trend
include, for example, the adoption of:

❚ Competency-based employee recruitment and selection practices
❚ A policy to manage human performance by focusing not only upon work objec-

tives (job outputs or results), but also upon the competencies that employees use
appropriately to achieve work objectives and professional success

❚ Job analysis methods that more frequently include the investment of time and
resources needed to adequately research job competencies

❚ Competencies and their use to achieve effective job performance are increasingly
linked to employee compensation practices

❚ Training and development plans and activities are now based on competency
acquisition and application foundations

❚ Succession planning and career development are increasingly dependent upon
an in-depth understanding and application of competency foundations

The elements of this Toolkit provide the support needed:

❚ To convince organization leaders or decision-makers of the value and payoff of
competencies as a foundation for select elements of the organization’s human
resource management activities
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❚ To research job or organization competencies
❚ To design, develop, and implement a competency-based employee assessment

system
❚ To establish and implement individual development planning for employees.
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PART I:

GAINING ORGANIZATIONAL SUPPORT 
FOR  COMPETENCY IDENTIFICATION

I. What Is in Part 1, and How Should It Be Used?

Part I consists of materials needed to organize and facilitate an executive or lead-
ership briefing on competency-based performance enhancement. It is organized
into three components. 

First, it includes a set of facilitator guidelines and accompanying presenta-
tion transparencies that can be used to deliver a consistent message on compe-
tency-based performance enhancement to the participants.

Second, it includes an organization assessment questionnaire that will help
briefing participants develop an organization perspective about competency-
based performance enhancement. The questionnaire is designed to be used early
on, as an advance organizer for the briefing contents. By the close of the pre-
sentation, participants will be able to identify what their organization needs and
be able to help it take action. An action planning form that can be used by the
participants to plan next steps for competency identification and modeling in
the organization is also included.

The third component is a “white paper” on competency identification and
modeling. This paper can be distributed to briefing participants ahead of time,
or after the briefing as a set of take-home notes.

Each organization will be at a different stage of readiness in terms of com-
petency identification and modeling. The suggestions in Part I should help you
address your organization’s specific issues, but it is not a “cookbook” for com-
petency identification and modeling. There is integrity in the order of actions
to be taken and in the materials presented in this part and in later parts. For
successful implementation, do your best to follow the order suggested.

II. Things You Should Consider

Practitioners have, for many years, struggled to communicate the basic princi-
ples and techniques of competency identification and modeling as well as the
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benefits of a competency-based approach to human resource management. You should under-
stand this dilemma and the circumstances surrounding it before you hold a briefing with
your senior managers. You might want to give some thought to the following:

A. Why use competencies as a foundation for human resource management practices?
This question is typically asked by people who are just beginning to consider a strat-
egy change for their human resource practices. The competency-based approach
seems a startling and dramatic departure from traditional practices. However, pro-
fessionals have always been concerned as to whether applicants or even actual job
holders have the required knowledge, skills, and personal attributes (e.g., patience,
strategic view, and so forth) for job success. It is only now that we are focusing on
this aspect of human performance. This attention to competencies is long overdue,
in our opinion. Why competencies? Competencies are the characteristics within the
human psyche that drive all performance, both on and off the job. They provide a
direct point of reference that tells a worker (and management) what characteristics
they must possess and appropriately use in the performance environment in order to
successfully achieve the job results or outputs that are expected of them.

B. When competencies are aligned with job tasks (as they are in most job descriptions),
the user can more fully understand how each competency relates to the task and how
important it is to performance. Managers and subordinates are often surprised at
this enlightening information. They just never thought about it in this way!
Competencies are the tools that are used for all performance.

C. The “language” of competency can be a problem, because there is no one agreed-
upon set of definitions and concepts for competency identification and modeling and
their application. We hope to change that by providing a common language. All the
definitions and concepts presented in the Introduction section are used throughout.

D. There is no one easy prescriptive approach to competency identification and mod-
eling, and no one easy way to put results into use for performance improvement. 

E. The circumstances of a particular job and the necessary competencies vary widely
across jobs in any organization. You will have to customize competency identifica-
tion, assessment, and individual development planning activities to fit the organiza-
tion setting and culture. No one size fits all. Front-end performance diagnosis, which
we will explain later, should always be completed before you invest in an effort to
identify competencies and plan the human resource management activities outlined
in this Toolkit. Performance diagnosis will reveal roadblocks to worker performance
that cannot be overcome by employees. Management must take the first level of
responsibility for removing performance roadblocks and resolve issues about them
prior to making any significant investment in creating competency-based human
resource management practices.

The Competency Toolkit
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F. The state-of-the-art and state-of-the-practice of competency identification and model-
ing have dramatically changed over the recent past, but practitioners and theorists
have not always agreed on acceptable practices and standards for competency iden-
tification and modeling. We address this issue in a later part of the Toolkit.

G. Organizations are challenging practitioners to create future-oriented competency
expectations and competency models that will represent the future work of their
organization; this may become apparent during your briefing session. The relia-
bility and validity of future-oriented competency statements and models will depend
on the accuracy of predictions about the organization’s internal and external envi-
ronments. As one of Dr. Dubois’ clients often remarks, “Change is the only con-
stant around this place!”

III. The Importance of Using a Consistent Vocabulary

If you wish your competency-based performance enhancement project to be successful, you
must first get everyone to accept the same set of definitions and concepts for the work ahead,
and use them. We include an extensive set of definitions in the Introduction and discuss their
meaning and use in considerable detail. If you have not yet had an opportunity to read that
section, we suggest that you stop and do so at this time.

The definitions and concepts upon which the entire Toolkit is based have also been
included in this part of the Toolkit as Appendix 1. Since they are all interdependent, please
remember that any change in one entity will most probably require changes in one or more
entities. Therefore, we strongly suggest that you use the Toolkit definitions and concepts as
the foundation for your project. If organizational demands require some changes in termi-
nology, you will certainly need to balance them with your desire for technical accuracy. Our
best advice to you is to substitute synonyms for certain terms when the demands of the orga-
nization indicate that changes should be made.

IV. Conducting a Performance Diagnosis

What are the conditions in the work environment that help or hinder successful production
of required job outputs or results? No matter how competent an employee is at performing
his or her assigned work, if there are roadblocks in the organization’s internal or external
environments that are beyond their control, all performance—individual and organizational—
is compromised. The obstacles must be removed by management; we recommend that you
conduct a reasonably thorough performance diagnosis in the areas for which you are con-
sidering competency-based initiatives, because performance roadblocks will limit the effec-
tiveness of those initiatives. 

There are many ways to conduct a performance diagnosis. One straightforward and
unsophisticated approach is to call together a group of individuals from the targeted job(s)
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and ask them to list, individually, three issues that impede their work production, and three
issues that facilitate their work production. Appendix II includes a Performance Diagnosis
Activity that you can distribute to workers for this purpose.

Once you have completed the Performance Diagnosis Activity (or a comparable perfor-
mance diagnosis activity of your own devising), list all the barrier issues on a flipchart page.
Assemble the respondents and ask them to prioritize the issue items on the list. One way to
do that is for the activity facilitators to go down the list, asking the group members to con-
firm that each item is important. Once the unimportant items have been culled from the list,
ask group members to vote for the three most important performance roadblocks. Each mem-
ber can vote three times; go down the flipchart list and identify the number of votes for each
performance barrier. The three items receiving the greatest number of votes are the three
most important barriers to performance, compromising achievement and results.

Once the performance barriers have been identified and prioritized, share the results with
management for action. Be sure to emphasize that this competency effort can only be suc-
cessful when the barriers to job performance for the targeted group of employees have been
reduced or eliminated. If performance barriers are not removed, the organization is wasting
money and time.

The project sponsor must be sure that the critical performance roadblocks for each tar-
geted job have been identified and satisfactorily addressed.

If you would like more details on how to analyze what is happening versus what should
be happening in the workplace, we suggest you consult pages 85–126 of Rothwell’s Beyond
Training and Development: State-of-the-Art Strategies for Enhancing Human Performance
(1996).

V. What Resources Are Needed to Conduct Competency Initiatives?

Once you have decided to identify job competencies, you must locate the resources needed
to successfully complete the project. In our experience, the following resources will be enor-
mously helpful:

❚ an organization sponsor for the project
❚ a project steering committee
❚ a project manager
❚ ad hoc project team members
❚ management support from the human resources area of the organization
❚ equipment

The Competency Toolkit
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Let’s examine each of these for a moment.

Organization Sponsor for the Project. We can say, without hesitation, that every com-
petency identification and modeling project requires an organization sponsor if it is to be
successful. This sponsor should be either a trusted executive, a manager, or another leader
who is respected and valued for their contributions to the organization’s success. This spon-
sor must stay with the project from inception to implementation to institutionalization (when
the initiatives are completely integrated into how the organization functions and does busi-
ness). We recommend that you secure executive support; however, the project can be suc-
cessfully completed within an organizational work unit such as a customer service work unit,
with the unit manger becoming the project sponsor.

Project Steering Committee. Consider asking the project sponsor or other organization
leaders associated with the job to identify five or six people to serve on a steering commit-
tee for the project. The members of the committee would be responsible to the project man-
ager as well as the project sponsor. Committee members are kept informed of project issues
and tasks as work proceeds, serving in advisory and communication roles for the project
manager and the sponsor. The members of this committee, if nominated by organization
leaders or the project sponsor, should be highly respected individuals who have compre-
hensive knowledge of the job, and the people who hold the job. The steering committee mem-
bers will, therefore, be in an ideal position to advise the manager and sponsor on best practices
that lead to long-term project success. Obviously, the project manager must immediately
establish a trusting and open relationship with individual members of the committee and the
committee at-large. The types of activities the committee will participate in are discussed
throughout Part II of this Toolkit.

Project Manager. A project manager is essential—someone who can serve in this role for
the duration of the project, however that may be defined by the organization. This must be
made a full-time responsibility. The project manager must identify ways to meaningfully and
actively involve others in the unit on the completion of significant project tasks and activities.
The project manager should be given full technical authority for the work at hand and even-
tually should become recognized by members of the organization as a competency expert.

Ad Hoc Project Team Members. Every competency project needs resource persons to
complete work at certain project stages, perhaps only for short durations. A statistical ana-
lyst might be of help if, for example, your plan included the identification of competencies
that distinguish “exemplary” from “fully successful” performance. The project manager
would collect data through worker interviews and then subject these data to rigorous sta-
tistical analyses, meeting with the analyst and agreeing on the work to be completed and the
time frame. If additional data analyses are needed later in the project, the analyst can be
brought in again for short-term tasks.

Management Support from the Human Resources Area. Much of the work is usually
completed by human resource persons within an organization or persons associated with the
human resources function, such as contract staff or consultants. If the project manager is
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selected from human resources, then management support is assured. However, the project
manager might not be a member of the human resources staff. In this case, the project man-
ager should at the outset establish a relationship of mutual trust and support with the man-
ager of human resources, perhaps by making sure the human resource area is represented on
the project steering committee. If that is not possible, the project manager should initially brief
the human resource manager on the project details, and establish an agreement with that per-
son to maintain regular contact and brief them periodically on the progress of the project.
Another way to involve the human resource people is to have them serve in an ad hoc capac-
ity on one or more project task teams. This approach affords the human resource staff mem-
ber an opportunity for professional growth, but it will also build organization capacity and
support for further competency-based initiatives beyond the current project. Local organiza-
tion conditions will, of course, determine how liaison relationship will evolve.

A Need for Equipment. Some hardware equipment is vital to the project on a full-time
basis: a recent-model personal computer with at least a Pentium II processor providing mod-
erate speed and adequate random access memory (64K–132K), to allow for statistical data
processing. The computer should have a hard drive, spreadsheet and wordprocessing soft-
ware installed on the hard drive, and a good ink-jet or laser printer. Optical character reader
scanning capability will be needed by those who prefer to input competency survey data
directly from mark-sense scannable data-collection forms.

You will also need access to flip chart easels, paper pads, markers, writing tablets, mask-
ing tape, an overhead projector, blank overhead transparency masters, a copy machine, and
miscellaneous items usually found in a job training room.

In summary, these are our suggestions for resources that will relieve the obvious burden
of data collection and analysis that inevitably falls on those who undertake large surveys.
Competency rating data received from project participants can always be hand-tabulated
and analyzed; however, most organizations have the technology to do it electronically.

VI. Evaluating the Results of Part I

How can you determine that you have achieved the desired results from Part I? To answer
that question, ask yourself this one: Did you achieve desired results before, during, and after
using this part of the Toolkit? Focus your attention on the desired outcomes or results you
seek. Before briefing senior executives and other relevant stakeholders, were you able to get
access to a champion for change—someone at a high level in the organization who was will-
ing to listen to you and support the effort? 

❚ Were you able to schedule a Senior Executive Briefing? 
❚ During the briefing, were you able to demonstrate convincingly that competency-

based performance enhancement can help the business meet its needs, solve its
important problems, and achieve its strategic business objectives? 
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❚ Did the key decision-makers attend the briefing and did your presentation receive
a fair hearing? 

❚ Were you able to make the case to senior leaders?
❚ Did they listen with open minds and commit resources to at least a pilot project (if

not total organizational implementation)? 
❚ After the briefing, did you receive the resources that were promised during the

briefing? Were they useful? 
❚ Did senior executives or a champion or sponsor sustain interest in the project? 
❚ Did they commit to one or more projects involving competency modeling? 

Take a moment to rate the success of this part in your organization by completing the
worksheet that follows. The Project Manager may complete the worksheet on her or his own
or hand the evaluation form out to stakeholders and those involved in the competency pro-
ject for candid assessment. It can also be used with project staff at key decision steps or points
in the project.

VII. Laying the Groundwork for the Management Briefing

Introduction. Before you conduct the management briefing session, some of you will
already have the commitment of senior management to begin a competency identification
and modeling project. Others will be in the process of providing support. This section will
be helpful to both of you. It provides ideas on how to sow the seeds for support of compe-
tency initiatives and learn how to link your project objectives with one or more areas of
strategic significance. It also provides guidelines for final preparation steps for the manage-
ment briefing.

Gaining Management Support. How does one gain management support for competency-
based human resource initiatives in an organization? Here are four important requirements:

1. Know your stuff

2. Gather information on strategic organization issues

3. Obtain the support of a project sponsor

4. Gain commitment for resources (from those who control them)

First, it is essential that you know your stuff before you boldly rush into the presenta-
tion of an executive or management briefing on competency initiatives. Be secure and con-
fident in your own competence on the topic! You must be fully conversant in competency
identification and modeling and the general use of competency initiatives. This Toolkit
includes important references on competency-based human resource practices. If you are the
competency project manager, you absolutely must consult, at a minimum, works by Boyatzis,
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Exhibit: A Worksheet to Evaluate the Results of Part I

Directions: Use this Worksheet to evaluate the results of Part I. (This Worksheet is to be completed by
the Project Manager.) For each question appearing in the left column below, check the appropriate box
in the center column and use the right column for notes. 

Question Answer Notes

Yes No Not
Applicable

Before the Management Briefing

1. Were you able to get access to
a change champion—someone
at a high level in the organization
who was willing to listen to you
and support the effort? 

2. Were you able to schedule a
Senior Executive Briefing?

During the Management Briefing

3. Were you able to demonstrate
convincingly that competency-
based performance enhancement
can help the business meet its
needs, solve its important prob-
lems, and achieve its strategic
business objectives? 

4. Were you able to secure atten-
dance at the Senior Executive
Briefing from the organization’s
key decision-makers, and receive
a fair hearing for the presentation
of your ideas? 

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑
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Exhibit: (continued)
Question Answer Notes

Yes No Not
Applicable

5. Were you able to make the busi-
ness case for using competency-
based performance enhance-
ment to the organization’s senior
leaders? 

6. Did the senior leaders listen to the
briefing with open minds?

7. Did the senior leaders commit
resources to at least a pilot pro-
ject, if not total organizational
implementation? 

After the Management Briefing

8. Did you receive the resources (if
any) that were promised during
the briefing?

9. Were the resources received for
the project useful? 

10. Did senior executives or another
change champion or sponsor sus-
tain interest in the project? 

11. Did they commit to one or more
projects involving competency
modeling? 

12. What other comments do you
have to make about the results of
this part?

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑
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Dubois, and Spencer. (Citations for these authors can be found in the Master Bibliography
found later in the Toolkit.)

Second, you must gather extensive and accurate information on strategic organization
issues from reliable sources. Before you deliver a formal executive or leadership briefing, you
should hold informal discussions with key persons about competency identification and mod-
eling and how each person benefits from such an effort. You might begin by distributing the
White Paper found in Appendix III. This discussion will help you understand the imple-
mentation environments and suggest areas you will want to include in your briefing agenda.
Then persons who are nearest to the organization’s “hot spots” will provide you with spe-
cific application examples of potential competency applications. (These areas should be the
same ones identified by senior leaders as having strategic significance for organization suc-
cess.) Make sure you have a thorough understanding of each of these areas before you
approach senior leaders. Be certain to identify not only the potential benefits of the approach,
but any organization-specific risks that leaders must take. You might want to suggest “fire-
walls” that will allow the project to proceed and succeed while minimizing those risks—
“fall-back” positions. 

Be sincere and honest at all times about your proposals, explanations, and assessments,
and consider the benefits of distributing copies of the White Paper to the briefing partici-
pants in advance of the briefing session.

A major question that practitioners nearly
always ask us when we suggest linking their
competency development projects to the orga-
nization’s strategic business objectives is this:
How do we do it?

This is not as daunting as it looks. First,
obtain information on your organization’s
strategic business objectives. Include a time
period for achieving those objectives. Of
course, your organization might or might not
have a formal strategic business planning
approach or process; determine how this plan-
ning is done by first approaching the project
sponsor or the individual who expressed inter-
est in having a competency-based Human
Resource Management system installed in your
organization in the first place.

In many smaller organizations, you can
get the information you need by having a
discussion with the owner or president. In
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Note: It is likely that someone—at
some point—will ask you to prove that
competency-based HRM will provide a
favorable return on financial investment
(ROI). However, there is little or no
research and little or no anecdotal evi-
dence of financial ROI for competency-
based HRM. Try to focus attention on
the cost of the business need or busi-
ness problem that the competency-
based HRM approach is initially
intended to solve. You can also answer
this question by turning the question
around and asking the person posing
it how the organization determines the
financial value of each work. If finan-
cial ROI data are required to satisfy
executives, they are probably not ready
to experiment with improvements in
human performance.



large organizations, someone at the director or vice president level should have this
information. 

Once you have one or more strategic business objective statements, you will need to clar-
ify and expand upon the information so that it will lead to more specific details of the actual
job performance required of key employees that will directly contribute to achieving those
objectives. 

Here are the questions you must get answers to:

❚ What are the most important strategic business objectives facing this organiza-
tion over the next three years, and what is the priority order of these objectives?

❚ What individuals or 1–3 groups within the organization (or work unit or division)
are most important to achieving those objectives?

❚ What results or activities of those individuals or 1–3 groups inside the organiza-
tion are most important to achieving those objectives?

❚ How will the results or activities of those individuals or 1–3 groups be measured?
How is the performance of each group measured relative to the organization’s
strategic business objectives?

❚ For each individual or group, state the current gap in know-how (competencies)
that exists and how it should be closed.

We have provided a worksheet to help you collect, organize, and record the answers to
the questions above.

The answers you entered for the last question are the linkages between employee know-
how or competency and the organization’s strategic business objectives.

Third, seek the support of a program sponsor. This sponsor can be a senior executive in
your organization, or a manager within the division or department where a pilot study will
be conducted. Ask the sponsor to help you identify the best place to start with competency
identification and modeling—an area of strategic significance for the organization, where
performance support will enhance the probability of strategic organization success.

Fourth, gain commitment for project resources from those persons in the organization
who control them. You will need to identify key issues you want executives to address dur-
ing a briefing session on the project, such as project resources. They should make a resource
commitment to at least a limited competency-identification and assessment pilot project. Do
not assume that managers or executives will be able to anticipate your resource support
requirements; it is your responsibility to frame the resource commitment for them in realis-
tic terms that will accomplish the objectives of the pilot study. Consequently, you will want
to think carefully about the needs of the project and get some trusted managers’ preliminary
opinions on the plan before you hold a briefing session.

Part I: Gaining Organizational Support for Competency Identification

1–15



VIII. Preparing to Present the Management Briefing

Now that you have “done your organizational homework,” you are ready to plan your brief-
ing session. We have taken great care to be consistent in our presentation of the definitions
and other conceptual elements needed to gain support for competency identification and
modeling from senior leaders and other executives. You can tailor the briefing materials to
suit the needs of your audience, but you must take care in doing so. We suggest that you
adjust only the examples for the definitions and concepts included in our briefing trans-
parencies. This goes for all the materials found in the Toolkit. If certain terms are already in
use in the organization, be sure you can show how our definitions relate to what is already
being used by the organization.

You may wish to invite executives to the Management Briefing after giving them a chance
to review the White Paper for Management we have provided (see Appendix III). A written
invitation and agenda can be used to communicate the basic purposes and outcomes for the
briefing session. Tell the participants, in specific terms, what decisions, commitments, or
actions you want them to make (or actions they want to authorize you to take) by the con-
clusion of the briefing session.

Prior to the briefing, you or representatives of affected units within the organization
should prepare several broadly defined plans for one or more pilot tests in each of the orga-
nization areas that fit the requirement of “strategic significance” discussed earlier. Traditional
project planning elements (for example, tasks, responsible person, start and completion dates,
deliverables, and so forth) should be included. Do not present minutely detailed project plans
during the briefing session unless they are specifically requested. Use “broad brush” plans
that show only key milestones for successful completion of the work. You might consider
using only the major project task statements; this will give briefing participants an oppor-
tunity to fill in the missing information either during or immediately following the briefing
session.

We strongly recommend that you come prepared to the briefing session with these things
in mind:

❚ Key decisions or commitments you want briefing participants to make, or action
steps to be taken by the briefing participants

❚ Agreement among the participants about highly specific next steps, and dates of
completion

❚ A specific day when you will update the participants on progress and areas where
you will need their participation

❚ A designated person from the group who will communicate with other internal
groups
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Exhibit: A Worksheet for Determining Linkages between and among
Competency Identification, Modeling and Assessment, and 

Achievement of the Organization’s Strategic Business Objectives

Directions: This Worksheet will help you focus attention on how competency identification, modeling,
and assessment can be linked to the organization’s strategic objectives. Use it in individual meetings
with senior leaders or in the Briefing Session with a group of senior leaders, or both. Pose each ques-
tion appearing below. Record the answers and then feed them back, after the meetings, to validate and
confirm how the competency effort will be tied to the organization’s business strategy. Note: Answers
to these questions will provide the basis for evaluating the organizational benefits achieved from the
competency effort, so it is important that you record very specific answers to these questions and keep
them for future reference.

Questions Answers/Notes

1. What are the most important strategic business
objectives facing this organization over the next
three years, and what is their order of priority?

2. What individuals or top-three groups inside the
organization (or work unit or division) are most
important to achieving these objectives?

3. Which of their results or activities are most
important to achieving those objectives?

4. How will their results or activities be measured?
How is the performance of each group mea-
sured relative to the organization’s strategic busi-
ness objectives?

5. For each individual or group of individuals,
state the current gap in know-how (competen-
cies) that exists and how it will be closed.

List them in priority order (with 1 = Most Important):

List them:

List them:

List ways and measurable results desired for each
group:

List individual/group and the current gap in know-
how that exists and how it will be closed:



In summary, before your presentation, make sure that you:

❚ Conduct performance analyses and resolve the most serious or critical issues asso-
ciated with performance roadblocks. 

❚ Know your briefing audience. 
❚ Be clear on the objectives of your briefing. 
❚ Build “buy-in” for the project with influential persons in the organization, before

the session. 
❚ Review the management briefing materials that you have prepared to make cer-

tain that you deliver the messages that you intend to deliver in precisely the cor-
rect manner for the briefing audience. 

Although we make no guarantees, we are confident that if you adopt most of these sug-
gestions, you will greatly increase the chances of long-term success. Remember that what
you want to achieve from your limited pilot test is a highly successful set of outcomes that
are understood by organization leaders in strategic terms. One success tends to lead to many
other successes, so plan and execute every step carefully.

IX. Delivering the Management Briefing [Display Overhead 1]

A. Briefing Overview [Display Overhead 2]

1. Briefly explain that the purpose of this session is to describe the nature of
competencies and performance enhancement. [Display Overhead 3]

2. Share the following objectives for this briefing [Display Overhead 4]:
❚ To define competencies;
❚ To describe current approaches used by the organization to determine

and communicate job/work duties and responsibilities to workers; 
❚ To describe what competency-based performance enhancement looks like; 
❚ To plan action for next steps to implement competency-based performance

enhancement.

B. Business Needs [Display Overhead 5]

1. Ask participants to list the two or three major business needs affecting the
organization at present. [Display Overhead 6]

2. Point out that no matter what the needs may be, anything that can help individu-
als and the organization as a whole perform better will help meet those needs.

3. Explain that this briefing is intended to show participants how a new whole
approach to managing human resources—based on competencies—can
address business needs and current business challenges.
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C. Organization Assessment [Display Overhead 7]

1. Distribute the Organization Assessment to participants. [Distribute Appendix
IV.]

2. Ask each participant to read the directions, fill out the instrument, and score
their responses. [Display Overhead 8]

3. Ask each participant to mark one item on the instrument that he or she feels
is the most important to the organization now.

4. Go around the room and ask each participant to list his or her high-priority
item from the instrument. Write the items on a flipchart. 

D. What is the meaning of “performance,” and what are the current approaches
to providing job information and feedback? [Display Overhead 9]

1. Explain to the participants that performance means results achieved. It is the
results or outputs that are achieved from the completion of work tasks. [Display
Overhead 10]

2. Ask participants this question: Who determines how well an individual per-
forms? [Display Overhead 11]

3. Point out to participants, after they have discussed the question, that “suc-
cessful performance is in the eye of the beholder.” Performance is assessed
by comparing the outputs or results with the expectations of those who receive
or use the outputs. In short, the customer—internal or external—is the ultimate
arbiter of whether performance is good, bad, or indifferent. [Display
Overhead 12]

4. Stress that the key to enhancing performance is to make sure that workers
understand: [Display Overhead 13]
❚ what they are expected to do
❚ what results or outputs they are expected to achieve
❚ within what levels of quality

5. Explain that there is as much as a 50% mismatch (or disagreement) between
what workers think they are supposed to be doing and what results they are
expected to be achieving; similarly, there is also disagreement as to what
managers or customers think they are supposed to be doing and what results
they are expected to be achieving. If workers are not told what they are sup-
posed to do or what results they are expected to achieve, or if they have
no say in making those decisions, then workers draw their own conclusions
about expected results or expected work activities leading to the results.
Those conclusions are not necessarily on target with external realities.
[Display Overhead 14]
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6. Ask the participants: So what must we conclude from this information?

7. Following their responses, point out the following: [Display Overhead 15]
❚ First, there is a definite need to give workers clear, unambiguous infor-

mation about work expectations. What we are currently doing (or not
doing) isn’t working!

❚ Second, workers must be given a role in determining how work gets done
and how quality standards can and should be met. At present, in most
organizations, workers are not always given a job description, and often-
times learn about performance expectations from their peers or co-work-
ers (who might not have adequate and accurate performance information).
The work-unit culture transmits impressions of quality standards; seldom
are they openly described, discussed, and dealt with in operational terms
that the worker can understand and apply in daily practice. This raises
issues of trust and enhanced empowerment for workers—tough issues in
the contemporary workplace, in spite of what we have come to under-
stand regarding the benefits of high trust and empowerment.

E. The need for a new approach: Competency-based performance enhancement
[Display Overhead 16]

1. Explain that research reveals that the most productive performers in any job
category or group can be as much as 11 times more productive than fully
successful (formerly referred to as “average”) performers sharing the same
job title. The most productive performers of any group are called exemplars
or exemplary performers. An “exemplary performer” refers to an employee
who is the best in his or her class. The class may be a job category (such as
supervisor), a department (such as engineering or call center), or a function
(such as marketing, which involves activities that overlap several departments).
[Display Overhead 17]

2. Ask participants the following question: Can you suggest some specific reasons
that might account for this difference in performance? [Display Overhead 18]

Look for responses such as these:
❚ Differences in individual levels of motivation
❚ Differences in individual abilities
❚ Other reasons?

3. Explain that one of the major goals of performance enhancement is to cre-
ate a “rising tide” that lifts all boats to the level of the exemplary, or best-in-
class, performers. From a human resources perspective, this is the practice
of “competency-based performance enhancement.” [Display Overhead 19]
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(Note to facilitator: During the presentation, you should repeat the two sen-
tences found immediately above, verbatim.) 

(Second note to facilitator: If you wish to link competency identification, mod-
eling, and assessment to the achievement of the organization’s strategic busi-
ness objectives, now would be a good time to distribute the Worksheet
appearing in the Exhibit on p. 17 and then to discuss that issue with key deci-
sion-makers.) 

4. Explain that a special vocabulary is required to discuss the concept of com-
petency-based performance enhancement. [Display Overhead 20]

5. Present the following terms and elicit examples from participants in addition
to those included below:
❚ A job output or result is a product or service that an employee or a group

of employees (such as a team) delivers to others (i.e., customers, clients,
colleagues, or co-workers). 

For an executive secretary position, for instance, a typical job output
might be a letter prepared for signature.

❚ A job task is a unit of work that an employee performs that contributes
to the achievement of one or more of the job outputs or results expected
of the employee. [Display Overhead 21]

For the executive secretary, the final step in the preparation of the letter
for signature, using wordprocessing software, is a job task.

❚ A job activity consists of a meaningful collection of job tasks or a subset
of the job tasks whose completion results in the production of one or more
of the job outputs or results. [Display Overhead 22]

For the executive secretary, the retrieval of the draft letter from the writer’s
file and the copy editing, formatting, and preparation of the letter for sig-
nature represents a job activity.

❚ Job competence is an employee’s capacity to meet (or exceed) a job’s
requirements by producing the job outputs [or results] at an expected level
of quality within the constraints of the organization’s internal and exter-
nal environments (Dubois, 1993). Note that this definition is built upon
an individual’s production of the expected job outputs or results within
expected levels of quality while successfully coping with and surmount-
ing the challenges of the internal and the external environments of the
organization. [Display Overhead 23]

For the executive secretary, one job requirement might be the prepara-
tion of a letter from a file, in final form and ready for signature by the
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originator or writer. The quality standard is that the letter must be error-
free and follow organization standards. The major obstacle in the inter-
nal environment is getting the writer to sign the letter in a timely manner.
The major obstacle in the external environment is getting the letter dis-
patched to the receiver in a timely manner. Some of these items are under
the control of the executive secretary, and others are not. Being compe-
tent means finding ways to meet the standards and surmount the poten-
tial obstacles. [Display Overhead 24]

❚ A job competency is an underlying characteristic of an employee (i.e.,
a motive, trait, or skill, aspects of one’s self-image, social role, or a body
of knowledge) that results in effective and/or superior performance
(Boyatzis, 1982). Note that a person’s knowledge and skills are the tra-
ditional “competencies” that individuals bring with them to their jobs, or
that they acquire while on the job. Most persons will give you a knowl-
edge or skill as an example of a competency, but this is only part of an
individual’s compendium of job competencies. Motives or social roles—
when they directly contribute to the successful achievement of one or more
job outputs or results—is a competency. Have you ever known an indi-
vidual with a strong desire to achieve some output or result? This person
most probably has what is referred to as high “achievement motivation.”
[Display Overhead 25]

For the executive secretary, an important competency might well be “atten-
tion to detail.” Another competency might be: “anticipates delivery delays.”

F. What can management do to enhance workers’ performance? [Display Overhead 26]

1. Explain that management—and the organization itself—has a key role to
play in enhancing human performance by giving workers clear information
about work expectations. There are four key pieces of information that man-
agement can, and should, give to workers for performance enhancement pur-
poses. They are [Display Overhead 27]: 

a. The job tasks and activities, linked to job outputs or results that are
expected of them

b. The competencies, or tools, they must possess and use in appropriate ways
in order to produce the job outputs or results [Display Overhead 28]

c. The quality standards for the outputs or results

d. The relative importance of each competency for the performance of the
tasks that produces outputs or results of expected quality

2. [Display Overhead 29] Note: The most important item for performance
enhancement? Competencies. They lie below work requirements. What do
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people need to know, do, feel—and what characteristics must they be able
to exhibit—in order to demonstrate effective performance in line with orga-
nizational and customer expectations? The answers to that question are what
competency-based performance enhancement is all about.

G. What benefits can be gained from competency-based performance enhance-
ment, and why is it worth considering? [Display Overhead 30]

1. Explain to the participants that the answer to this question is probably obvi-
ous to them at this point. However, it is worth repeating that [Display
Overhead 31]:
❚ Competencies communicate to workers what tools they need in order to

demonstrate effective performance. With this information, workers can
personally take charge of their own development, with help from their
performance leaders.

❚ If we study exemplary performers in the organization, we can replicate
what they do (through competency acquisition and application and per-
formance management practices with all workers) that will raise the per-
formance bar to a new level

❚ [Display Overhead 32] By giving employees extensive job performance
information and expectations of the type described earlier, we demon-
strate our trust in our workers, and this can empower them to achieve
even higher levels of performance.

H. Action planning [Display Overhead 33]

1. Ask this question of participants: How do we move from where we are to
where we need to be? [Display Overhead 34]

a. Flowchart steps in conducting a competency identification and develop-
ment study. [Display Overhead 35]

b. Describe the results and benefits likely to stem from such an effort. [Display
Overhead 36]

c. Ask how the effort should be communicated to workers. [Display
Overhead 37]

2. Options for Action: Installing a limited, pilot test of Competency-Based
Performance Enhancement (Single job/single supervisor or single job/mul-
tiple supervisors). Next, 2–5 jobs within the same job family or different job
families. Cross-functional jobs with separate jobs, or across teams? [Display
Overhead 38]

a. Ask participants how the initial competency identification effort should
be carried out. [Display Overhead 39]
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b. Define: 
❚ Limited pilot test of Competency-Based Performance Enhancement 
❚ Targeted group (Single job/single supervisor or single job/multiple

supervisors). Next, 2–5 jobs within the same job family or different
job families. Cross-functional jobs with separate jobs, or across teams?
[Distribute the Action Planning form to stimulate discussion]

3. Ask participants: What are the next steps? Are we in agreement about a tar-
get group and a group for a pilot test? [Display Overhead 40]

4. Ask participants: How will we organize to conduct this effort? Will we place
one person in charge? A team? 

5. Ask participants: When do we want the first pilot test completed?

6. Ask participants: Where should the pilot test be conducted? [Display
Overhead 41]

7. Ask participants: How will we measure the results of the effort, and when, to
determine that it has been successful?

Thank participants for their attendance and adjourn. [Display Overhead 42]
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Overhead Part 1: #2

Briefing Overview
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Overhead Part 1: #3

Purpose of the Briefing

The purpose of this session is to 
explain the nature of competencies 
and performance enhancement. 
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Overhead Part 1: #4

Objectives of the Briefing 

❚ To define competencies
❚ To describe current approaches used

by the organization to determine and
communicate job/work duties and
responsibilities to workers

❚ To describe what competency-based
performance enhancement looks like 

❚ To plan action for next steps to imple-
ment competency-based performance
enhancement
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Business Needs
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Overhead Part 1: #6

Business Needs 

❚ List 2–3 major business needs (chal-
lenges) affecting this organization at
present.

❚ Anything that can help individuals
and the entire organization perform
better will help meet the needs.
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Organization Assessment
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Overhead Part 1: #8

Organization Assessment

❚ Spend a few minutes reading over
and completing the Organization
Assessment. 

❚ When you finish the Organization
Assessment, mark one item on the
Assessment that you believe to be most
important to the organization now.

❚ Let’s compare and discuss those most
important items.
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Overhead Part 1: #9

❚ What is the meaning of
“Performance”? 

❚ What are the current
approaches to providing
job information and 
feedback?
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Overhead Part 1: #10

Defining Performance

❚ Performance means results achieved.

❚ Performance refers to the results or
outputs that are achieved from the
completion of work tasks.
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A Key Question

❚ Who determines how well an
individual performs?
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Answer

❚ “Successful performance is in the eye
of the beholder.”

❚ Performance is assessed by compar-
ing the outputs or results with the
expectations of those who receive or
use the outputs. 

❚ In short, the customer—internal or
external—is the ultimate arbiter of
whether performance is good, bad,
or indifferent.
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Keys to enhancing 
performance

Make sure workers have an 
understanding of:

❚ What they are expected to do
❚ What results or outputs they are

expected to achieve
❚ Within what levels of quality
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Overhead Part 1: #14

Points Worth Emphasizing

Research reveals that there is as much
as a 50% mismatch (or disagreement)
between:

❚ What workers think they are sup-
posed to be doing and what results
they are expected to be achieving 
and

❚ What managers or customers think
the workers are supposed to be
doing and what results the workers
are expected to be achieving
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Points Worth Emphasizing

❚ There is a definite need to give work-
ers clear, unambiguous information
about work expectations.

❚ Workers must be given a role in
determining how work gets gone and
how quality standards can and
should be met.
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The Need for a 
New Approach: 

Competency-Based
Performance Enhancement
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The Need for a New Approach

❚ Research reveals that the most 
productive performers in any job 
category or group can be as much 
as 11 times more productive as fully 
successful (formerly referred to as
“average”) performers sharing the
same job title

❚ The most productive performers of
any group are called exemplars or
exemplary performers
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Why the difference?

Can you suggest some specific reasons
that might account for this difference in
performance?
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Competency-Based 
Performance Enhancement

❊ One of the major goals of 
performance enhancement is to 
create a “rising tide” that lifts all
boats to the level of the exemplary 
or “best-in-class” performers.

❊ From a human resources perspective,
this is the practice of “competency-
based performance enhancement.”
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Overhead Part 1: #20

Special vocabulary required 
for competency-based 

performance enhancement

Several specific terms are used with 
competency-based performance
enhancement:

❚ Job output or result: A product
or service that an employee or
group of employees (such as a
team) delivers to others (i.e., 
customers, clients, colleagues, or 
co-workers)

❚ Example: For an executive 
secretary, a typical job output
would be a letter prepared for the
writer’s signature.
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Special vocabulary required 
for competency-based 

performance enhancement

❚ Job task: A unit of work that an
employee performs that contributes
to the achievement of one or more
of the job outputs or results expected
of the employee.

❚ Example: For an executive secre-
tary, the final step in the preparation
of the letter for signature, using
wordprocessing software, is a job
task.
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Special vocabulary required 
for competency-based 

performance enhancement

❚ Job activity: Consists of a 
meaningful collection of job tasks or 
a subset of the job tasks whose 
completion results in the production 
of one or more of the job outputs or
results. 

❚ Example: For an executive 
secretary, the retrieval of the draft 
letter from the writer’s file and the
copyediting, formatting, and 
preparation of the letter for 
signature represents a job activity.
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Special vocabulary required 
for competency-based 

performance enhancement

❚ Job competence: An employee’s
capacity to meet (or exceed) a job’s
requirements by producing the job
outputs [or results] at an expected
level of quality within the constraints
of the organization’s internal and
external environments (Dubois,
1993).
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Special vocabulary required 
for competency-based 

performance enhancement

❚ Example of job competence:
For the executive secretary, one job
requirement might be the preparation
of a letter from a file, in final form
and ready for signature by the origi-
nator or writer. The quality standard
is that the letter must be error-free
and follow organization standards.
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Special vocabulary required 
for competency-based 

performance enhancement

❚ Job competency: An underlying
characteristic of an employee that
results in effective and/or superior
performance (Boyatzis, 1982). 

❚ Example: For an executive 
secretary, an important competency
might be “Attention to Detail.”
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What can Management 
do to enhance worker 

performance?
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What can management do to
enhance worker performance?

Workers need four key pieces of
information from the organization:

1. The job tasks and activities,
linked to job outputs or results
that are expected of the workers

2. The competencies or tools they
must possess and use in 
appropriate ways in order to 
produce the job outputs or
results
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What can management 
do to enhance worker 

performance?

Workers need four key pieces of
information from the organization:

3. The quality standards for the 
outputs or results

4. The relative importance of each
competency for the performance
of the tasks that produces outputs
or results of expected quality
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Special Note

Note that of the four items listed:
❚ Competencies are a key element for

performance enhancement.
❚ Competencies lie below work 

requirements.
❚ What do people need to know, do,

feel—and what characteristics must
they be able to exhibit—in order to
demonstrate effective performance 
in line with organizational and 
customer expectations? The answers
to this question are what competency-
based performance enhancement is
all about.
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Overhead Part 1: #30

What benefits can be 
gained from competency-

based performance 
enhancement, and why 
is it worth considering?
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Overhead Part 1: #31

Consider

What benefits can be gained from com-
petency-based performance enhance-
ment, and why is it worth considering? 

❚ Competencies communicate to 
workers what tools they need in
order to demonstrate effective per-
formance.

❚ If we study exemplary performers in
the organization, we can replicate
what they do.
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Overhead Part 1: #32

Benefits of Competency-Based
Performance Enhancement

By giving employees extensive job 
performance information and 
expectations, we demonstrate our 
trust in our workers, and this can
empower them to achieve even 
higher levels of performance.
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Overhead Part 1: #33

Action Planning
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Overhead Part 1: #34

An Important Question

How do we move from where we are 
to where we need to be?



Briefing Notes:

1–60

Overhead Part 1: #35

Key steps in competency 
identification, assessment, 

and individual development 

Gain support for the Competency 
Identification effort

Plan for resource requirements

Select target group(s)

Conduct Competency Identification 
Study

Assess individual against competency 
requirements

Plan for and develop individuals against 
competency requirements
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Overhead Part 1: #36

Results

From such an effort, it will be possible to:

❚ Identify the competencies necessary
for job success

❚ Assess individual workers in the 
target group against those 
requirements

❚ Develop individuals to meet or
exceed work requirements—and/
or to achieve the level of the 
exemplary worker(s)
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Overhead Part 1: #37

Communication

Of key importance to the success of the
effort is the way it is communicated to
the workers:

❚ What groups would need informa-
tion about this effort?

❚ What kind of information would
they need?

❚ How could that information be com-
municated to them in the best way?
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Overhead Part 1: #38

Options for Action

How should we proceed?

❚ Limited pilot test with a single job/
single supervisor?

❚ Limited pilot test with single job/
multiple supervisors?

❚ 2–5 jobs within the same job 
family?

❚ Jobs within different job families?
❚ Cross-functional jobs with separate

jobs or across teams?
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Overhead Part 1: #39

Options for Action

How should we proceed? Consider:

❚ Where would the organization
likely derive the most gain from
improved performance, if we are
choosing only one place to start 
a pilot test?
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Overhead Part 1: #40

Next Steps

❚ What are the next steps? 
❚ Are we agreed on a target group?
❚ How will we organize to conduct this

effort? Will we place one person in
charge? A team?

❚ When do we want the first pilot test
completed?
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Overhead Part 1: #41

Next Steps

Consider:

❚ Where should the pilot test be 
conducted?

❚ How will we measure the results of
the effort—and when—to determine
that it has been successful?
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Overhead Part 1: #42

Briefing Conclusion
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Appendix  I

Vocabu la r y  and Concep t s

A job output or result is a product or service that an employee or group of employees (such
as a team) delivers to others (that is, customers, clients, colleagues, or co-workers). For an
executive secretary position, for instance, a typical job output might be a letter prepared for
signature.

A job task is a unit of work that an employee performs that contributes to the achieve-
ment of one or more of the job outputs or results expected of the employee. For the execu-
tive secretary, the final step in the preparation of the letter for signature, using wordprocessing
software, is a job task.

A job activity consists of a meaningful collection of job tasks or a subset of the job tasks
whose completion results in the production of one or more of the job outputs or results. For
the executive secretary, the retrieval of the draft letter from the writer’s file and the copy edit-
ing, formatting, and preparation of the letter for signature represents a job activity.

Job competence is an employee’s capacity to meet (or exceed) a job’s requirements by
producing the job outputs [or results] at an expected level of quality within the constraints
of the organization’s internal and external environments (Dubois, 1993). Note that this def-
inition is built upon an individual’s production of the expected job outputs or results within
expected levels of quality while successfully coping with and surmounting the challenges of
the internal and the external environments of the organization. For the executive secretary,
one job requirement might be the preparation of a letter from a file, in final form and ready
for signature by the originator or writer. The quality standard is that the letter must be error-
free and follow organization standards. The major obstacle in the internal environment is
getting the writer to sign the letter in a timely manner. The major obstacle in the external
environment is getting the letter dispatched to the receiver in a timely manner. Some of these
items are under the control of the executive secretary, and others are not. Being competent
means finding ways to meet the standards and surmount the potential obstacles.

A job competency is an underlying characteristic of an employee (that is, a motive, trait,
or skill, aspect of one’s self-image, a social role, or a body of knowledge) that results in effec-
tive and/or superior performance (Boyatzis, 1982). Note that a person’s knowledge and skills
are the traditional “competencies” that individuals bring with them to their jobs, or that
they acquire while on the job. Most persons will give you a knowledge or skill as an exam-
ple of a competency, but this is only part of an individual’s compendium of job competen-
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cies. Motives or social role—when they directly contribute to the successful achievement of
one or more job outputs or results—is a competency. Have you ever known an individual
with a strong desire to achieve some output or result? This person most probably has what
is referred to as high “achievement motivation.” For the executive secretary, an important
competency might well be attention to detail. Another competency might be: anticipates
delivery delays.

In the context presented here, you should note that competencies are similar to, yet dif-
ferent from, job tasks by virtue of the fact that a job task is a unit of work, whereas a com-
petency is a tool that one uses to perform one or more job tasks. The more obvious
competencies that employees use to achieve many of their outputs or results expected of them
are their knowledge and skills. Employees and employers tend to take for granted other com-
petencies they might have and use to perform. For example, when the situation requires it,
an employee’s patience, perseverance, and a belief in the value of his or her performance
results or output are examples of competencies. Competencies are the characteristics within
the human psyche that “enable” performance.

The Competency Toolkit
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Pe r fo rmance D iagnos i s  
Ac t i v i t y  Handou t
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Performance Diagnosis Activity

Directions: Spend a few minutes on this Activity. In Part I, list 3 issues that impede your work perfor-
mance and explain why and how they impede your work. Then, in Part II, list 3 issues that facilitate (or
encourage) your work performance and explain why and how they encourage your work. 

Part I

What is the issue that Why does the issue How does the issue
impedes your performance impede your performance? impede your performance?
in your work?

1

2

3

Part II

What is the issue that Why does the issue How does the issue
facilitates (or encourages) your facilitate (or encourage) facilitate your performance?
performance in your work? your performance?

1

2

3
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Whi te  Paper  fo r  Managemen t

A White Paper for Management: 
The “Basics” of Competency-Based Performance Enhancement

Perhaps you have been hearing about competencies or about competency-based approaches
to work and human resource management. The purpose of this paper is to introduce you
to this subject and give you a frame of reference for a briefing you will receive later on the
subject.

Competencies are a way of looking at human performance and how specific types of per-
formance can be used to more effectively and efficiently achieve an organization’s business
objectives. Competencies are not just another “flavor of the month.” In fact, they have been
around for hundreds of years. Competencies are characteristics that individuals possess and
use in ways that are appropriate to achieve performance requirements, resulting in the pro-
duction of one or more expected outputs or results. Competencies include the sum total of
an individual’s knowledge, skills, ways of thinking, social role, mindset, aspects of their self-
image, thought patterns, and so forth. A characteristic is a competency, however, only when
it can be shown to be required for effective performance.

By completing scientific or systematic competency analyses of exemplary (that is, best-
in-class), fully successful workers doing a common body of work, the competencies that exem-
plary performers use more frequently and in appropriate ways can be identified. Knowing
these competencies and how they are used in the performance environment provides the infor-
mation needed to “raise the performance bar” for all workers to the exemplary level.

In a competency-based work environment, emphasis is placed on the workers and the
special blend of characteristics they bring to and appropriately use in the workplace that
results in best-in-class or exemplary performance. A job task is a unit of work completed by
an employee that contributes (either directly or indirectly) to the achievement of an organi-
zation’s strategic business objectives. Competencies are the “tools” that workers use to per-
form their job tasks. Job tasks change from setting to setting, while competencies tend to
endure and are, therefore, more transferable across work settings. Competencies might pos-
sibly be one of the most enduring of all of the attributes of fast-changing organizations.

In order to have their most dramatic impact, worker competencies must be aligned with
the requirements and opportunities for achieving the organization’s business objectives. This
requires an organization’s leaders to identify the organization’s business objectives in con-
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crete terms—including the outputs or results that the organization will produce—and then
identify the competencies that workers need in order to produce the outputs or results in the
context of the performance environment. 

Competencies should be a common element of all human resource systems and practices,
including training, education, development, employee recruitment and selection, performance
management, rewards and recognition, and compensation. They help both managers and
workers to focus on what is important, such as the organization’s business objectives and
the values the organization holds. A “competencies” focus encourages versatility and agility
in the accomplishment of a wide range of work, many times crossing numerous organiza-
tion work units, other practices, managers, and other workers.

As you read this, you might be thinking that competencies will perform miracles in an
organization. NOT SO! Taking a competency-based approach will not resolve conflicts within
work units, rivalries, dysfunctional work processes or work flows, and so forth. Competencies
will not cure an organization’s pathologies. On the other side, however, competencies do
provide the foundation for superior organizational and individual performance if the orga-
nization’s pathologies can also be overcome. When an organization is well along on the jour-
ney to becoming competency-based, it is not unusual to also address organizational
development and improvement initiatives that oftentimes have the effect of removing road-
blocks to worker performance. Paying attention to competencies in an organization can have
a positive, far-reaching influence on the organization.

Investigating competencies requires the researcher to possess research skills and highly
developed verbal-communication competence. There is, however, one additional quality, and
that is an ability to work effectively with diverse people.

Competency identification and analyses have traditionally been a challenge for organiza-
tions in terms of cost, level of effort, and “time to market.” These conditions would make the
adoption of competency work prohibitively expensive for the small or medium size organiza-
tion to make such an investment. That is no longer the case, given the products in this Toolkit.

By using high-quality competency research results and a certain amount of ingenuity, the
authors of this Toolkit have made competency modeling and its applications almost-imme-
diately available to users at a fraction of the usual cost and time. The competency modeling
tools and applications that accompany this briefing are based upon “best in practice” situ-
ations within a variety of organizational settings, including the federal government.

At some point in the design of competency-based Human Resource Management prac-
tices, the project manager will seek advice from the organization’s senior leaders or man-
agers on the organization’s strategic business objectives—both now and in the future—and
identify ways that competency-based HRM can meaningfully contribute to the achievement
of those objectives. This will require gathering, synthesizing, analyzing, and reporting infor-
mation from a number of organizational sources and then linking that information to com-
petency-based practices and how those practices can make a difference in the organization’s
bottom line.

The Competency Toolkit

1–76



Appendix  IV

An Organ iza t ion  Assessmen t
Ins t rumen t
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Organization Assessment Instrument

Directions: Use this Organization Assessment to record your individual opinions or views about the
organization. For each statement provided in the left column below, check a box (❑) in the right col-
umn to indicate your response. Use the following scale: 2 = Yes; 1 = No; and 0 = Don’t Know. Do not
sign your name on this Organization Assessment. When you are finished, return it to
____________________ at __________ by _____. 

Statement (Remember: Do not sign your name.) Response

Yes No Don’t Know

1. The organization’s business objectives are well-defined.

2. Job descriptions exist for jobs in the organization.

3. Leaders have identified the employee characteristics needed to
achieve the organization’s business objectives.

4. The organization has among its employees the competency
strengths needed to achieve its business objectives.

5. The organization uses its employees’ competency strengths to the
fullest extent possible. 

6. Employees understand the relationship between their competency
strengths and the need of the organization to achieve its business
objectives.

7. The organization uses more than one way to assess its employees’
competencies.

8. The organization uses full-circle or mutual and reciprocal feedback
(often referred to as 360-degree feedback) as a way of assessing
some or all of its employees’ competencies.

❑          ❑ ❑

❑          ❑ ❑

❑          ❑ ❑

❑          ❑ ❑

❑          ❑ ❑

❑          ❑ ❑

❑          ❑ ❑

❑          ❑ ❑

❑          ❑ ❑
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Statement (Remember: Do not sign your name.) Response

Yes No Don’t Know

9. Some competencies, such as “patience,” are difficult or impossi-
ble to permanently acquire through training or education. This
organization includes among its job recruitment and selection cri-
teria such competency strengths as “patience” or “perseverance.”

10. Performance appraisals, evaluations, or assessments in this organi-
zation are based upon a full range of human characteristics that
contribute to successful performance and that are integral to the
organization’s performance effectiveness system.

❑          ❑ ❑

❑          ❑ ❑

❑          ❑ ❑
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Ac t ion  P lann ing Form
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Action Planning Form 

Directions: Use this Action Planning Form to help structure group thinking about important issues in
moving to next steps in Competency Identification, Modeling, and Assessment. For each question appear-
ing in the left column below, jot down some thoughts in the right column. When you are finished, be
prepared to share your answers.

Question Answer

1. How should competency identification and
modeling be tested in this organization?
(Should it be pilot-tested? What group in
the organization would yield the greatest
leverage for improved organization per-
formance?)

2. How should competency identification and
model development be done, in your opin-
ion, and who should lead the effort?

3. What resources will be necessary to com-
plete the effort?

4. When should the effort begin, and how
long should it last?

5. What results are desired from this effort for
it to demonstrate “success”? How could
“success” with the targeted group be
defined in measurable terms?

6. What other thoughts do you have about
next steps?
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CREATING COMPETENCY MODELS STEP-BY-STEP

I. Introduction

Now that you have received support for competency identification and model-
ing, which was a key output of Part I of this Toolkit, your next challenge is to
identify competencies and create models for one or more specific jobs in the
organization, or perhaps even develop an organization-wide competency set.
The methods that follow, by the way, address how to identify competencies for
existing jobs in the organization. We have found that this is the most challeng-
ing and critically important step in creating competency-based human resource
development initiatives in an organization.

Methods for the identification and assessment of human competencies,
although created more than 25 years ago, are now becoming widely recognized
practices because they help to improve individual and organizational perfor-
mance. Competencies are the primal root element of all human performance,
and so it is appropriate that they are the focus of efforts to enhance intellectual
capital and organizational capabilities. That is why we believe that competency
identification work should begin with individual jobs where the impact on per-
formance is more immediate, rather than attempt to identify and use an orga-
nization-wide competency list. Our experience is that the latter approach often
has only minimal (if any) immediate impact upon performance, since workers
are usually left to figure out on their own how to acquire and apply “organiza-
tion core competencies” to their daily job performance. This is not a simple
process for one person! It requires interpretation by others in the organization,
and this seldom receives the attention that is needed to have an immediate impact
on improved individual performance.

Before we become too enthusiastic regarding the value of competencies, we
feel obligated to point out that competencies are not a “silver bullet” or the sin-
gle solution to bringing about positive changes in human and organizational
performance. Why is this the case? Veteran performance experts are quick to
point out that poor performance in organizations results from either unresolved
management problems (that is, roadblocks to otherwise competent human per-
formance) or from a lack of know-how (that is, a gap in human competence)—
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and, even worse, sometimes from both of these factors (Rothwell, 1996). That is why the
authors insist on recommending that practitioners who are embarking upon competency-
driven projects first complete a comprehensive performance diagnosis at the outset of any
competency project. You might want to review this step, which was described in Part I, before
proceeding.

If, after careful investigation, a performance gap is found to stem from a lack of know-
how rather than organizationally-created performance roadblocks, then competency identi-
fication, modeling, assessment, and individual and/or group development are the appropriate
responses to close the performance gap(s). If, however, employees are observed to have the
required know-how (or even a significant portion of it) to perform but there are roadblocks
to their successful performance, then management actions should be taken to remove those
roadblocks. During or following the mitigation of the roadblocks, efforts can be made to
close the competency gaps. One thing is certain: No amount of competency acquisition and
application support can help employees successfully perform when major performance road-
blocks exist that they are unable to remove or surmount based upon their own actions.

How will Part II of the Toolkit be helpful to you? Part II includes the materials needed
to carry out a competency identification and modeling project for specific, existing jobs in
an organization setting. This is the heart of the Toolkit. It walks you through the process of
creating a competency model for a targeted job.

1. The Toolkit includes a set of detailed instructions for getting started.

2. It includes a list of work activities to be carried out in a competency identification
and modeling project.

3. The appendices to this part of the Toolkit include worksheets, checksheets, and
questionnaires, as well as a sample strategy and other materials that will help you
carry out a competency identification and modeling project.

The resources and tools found in this part of the Toolkit are primarily intended to be
used to identify the non-technical (non-specialized or non-function-driven) “personal func-
tioning” competencies for all jobs in an organization setting. Once the critical non-techni-
cal competencies for a job have been identified and endorsed by the project sponsor or other
leader, competency modeling (which is the next major step) can proceed. The contents of
this Toolkit explain how to proceed. You will have what you need to identify competencies
for individual contributor jobs (where people work on their own to achieve results) and for
supervisory, management, and executive jobs (where people work with and through others
to achieve results). 

The authors recognize that virtually all jobs in an organization require that jobholders
acquire and use specialized functionally-driven or specialized competencies (for example,
electrical engineering, accounting, recruiting, and information-systems development com-
petencies). Later in this Toolkit you’ll find a suggested step-by-step approach for identifying

The Competency Toolkit
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technical or specialized job competencies, which can be modified by the user to accommo-
date individual organizational constraints).

This part of the Toolkit should be used when you must complete competency identifica-
tion and modeling work to improve human or organizational performance. A key advantage
in using the methods included here is that they meet quality requirements AND substantially
reduce the cost to the organization. (The authors cannot, of course, guarantee that users will
achieve the quality they desire; many intervening factors in organizations can place constraints
on the level of quality that can be achieved.) Traditionally, organizations have been required
to enlist the services of external consultants to plan and install competency-driven perfor-
mance improvement systems. Organizations of any size or type can benefit from using the
materials and methods included here. Medium- to small-size organizations especially will find
that using the resources provided here will help the organization as a whole.

In summary, you will know you have appropriately used the tools and techniques pre-
sented in this part of the Toolkit, when your organization has:

1. reviewed the results and actions taken earlier in response to the results of a com-
prehensive performance diagnosis within the organization units where compe-
tency identification and modeling activities are to be conducted.

2. identified management’s requirements
for improving organizational and indi-
vidual performance, and the interface
of the two.

3. identified gaps in know-how (that is,
competency gaps) that drive success-
ful performance once performance
roadblocks have been mitigated.

4. identified non-specialized competen-
cies that drive successful performance
in one or more work areas of the orga-
nization.

5. identified specialized competencies for
the successful performance of the tech-
nical (or functional) aspects of affected
jobs.

6. identified one or more behavioral indicators for each competency.

7. constructed at least one competency model for a specific job in the 
organization.
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Part II: Creating Competency Models Step-by-Step

CAUTION: The methods, practices,
and procedures and recommendations
included in this Toolkit are intended to
produce competencies and competency
models that can be used to identify
employee development needs through
the processes of competency assess-
ment and individual development plan-
ning. The competencies that are
identified for these purposes might or
might not have the level of predictive
validity for successful job performance
required to use the competencies for
purposes other than those described in
this paragraph.



8. received endorsement of the project sponsor or management for the competency
model(s) and implementation of the competency model(s) for conducting indi-
vidual employee competency assessments (see Part III of this Toolkit) and for devel-
oping Individual Development Contracts (see Part IV of this Toolkit), to narrow or
close the competency gaps for individuals. 

II. Relationships among the Toolkit parts

In Part I of this Toolkit, we provided you with the suggestions and materials needed to brief
organizational leaders on the value of competency-based performance improvement, and to
win their endorsement of the approach in your organization. We assume that you received
that endorsement if you are now ready to identify competencies and develop one or more
competency models.

Part II includes the resources needed to identify competencies and to develop competency
models. The primary approaches advocated for competency identification are the use of sur-
vey research, and special focus-group methods. More information on various approaches
can be found in the Master Bibliography. We encourage you to be flexible in the approaches
and methods that you use.

With one or more competency models available, you will be ready to plan and imple-
ment competency assessments for key employees. The outcomes of these assessments will
suggest employees’ competency strengths and competencies that they can work on to develop.
Part III of this Toolkit provides the resources needed to complete this work.

Finally, the outcomes of the competency assessments are the raw material inputs to the
fourth and final part of the Toolkit: individual employee development planning. Consequently,
the competency models that result from using Parts II and III of the Toolkit are the corner-
stones for making additional progress in the implementation of competency-based perfor-
mance improvement practices in your organization.

III. Organization of Part II of the Toolkit

Following some preliminary comments and a section on topics associated with competency
modeling, a twelve-step process is provided for identifying competencies and for creating
competency models. The steps are summarized in the Table of Contents for this part of the
Toolkit. A process road map that illustrates these steps is provided in Part II, Appendix I.

IV. Expected Outcomes

Competency models provide a powerful resource for communicating the specific character-
istics that workers must possess and use in appropriate ways in order to achieve successful
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job performance—that is, to produce the outcomes or results expected of them. Organizations
everywhere are now becoming experienced in the use of competency models and their ele-
ments as the foundation for such human resource management practices as selection, suc-
cession planning, and performance management. The Master Bibliography includes many
sources of information about the ways organizations have made use of competency models
and the benefits obtained from them. The authors thoroughly reviewed the literature but
were unable to locate reports of quantitative return-on-investment (ROI) justifications for
the use of the competency-based human resource management practices included in this
Toolkit, even though the literature is overwhelming in reporting the benefits of the approach.
In the case of competency-based human resource development practices, both employees and
their leaders report favorably on the power of the approach for improving performance.
However, controlled research is needed to demonstrate ROI on competency-based as well
as any other approaches.

V. The Appropriate Conversational Use of Competency Terms

Next, let’s discuss some issues related to your job of identifying competencies and constructing
competency models before we get into the specific “how to’s” or steps. Practitioners who
are new to competency work frequently feel insecure talking about competencies and the use
of other terms associated with this work. What follows is some guidance on the conversa-
tional use of technical terms, which we hope will be helpful in your presentations or con-
versations with others as you complete the project steps. And we also address quality issues,
which can help you to assure your organization’s managers that your goal is to construct
competency models that will pay off when used as a project mandate.

Appendix II includes a set of definitions that will be useful when you discuss or present
briefings on competency initiatives. You must be careful when communicating how the def-
initions are used. The information below gives you a conceptual and contextual framework
for the appropriate use of these terms and concepts.

You will probably want to talk about job outputs or results when discussing job com-
petence, but do so with caution. Although no hard-and-fast rules apply, a job output is a
tangible product that an employee produces and provides to a co-worker, client, customer,
constituent, or some other entity. A job result is a service that an employee renders to oth-
ers. They’re two different things.

Employees are hired and maintained by organizations to produce outputs or results that
customers, clients, co-workers, colleagues, constituents, or others need or believe that they
need. To produce the outputs or results expected of them, employees complete specific job
tasks, or units of work. However, task performance requires the employee to use their com-
petencies, both singularly and combined, for successful task performance. 
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For more highly skilled or strategic-level jobs, the competencies required for successful
performance are usually more abstract than those for lower-skilled jobs. An example of an
abstract competency would be “strategic visioning.” Similarly, for lower-skilled jobs, many
competencies will be more concrete rather than abstract. An example of a concrete compe-
tency would be “Sets head gasket at 45 degrees.” Consequently, for less-skilled jobs, the job
competencies will, more frequently than not, resemble job tasks. They will be tied to skills
and knowledge requirements for the job. This does not mean that less skilled jobs don’t
require the use of abstract competencies. In fact, “personal functioning” competencies are
essential to some degree for every job. An excellent example of this is the need for workers
in a nuclear power production environment to acquire and maintain a “safety” mindset in
all that they do on the job. This competency, depending upon how it was defined, might
apply to the lowest skilled worker in such an environment. The authors’ experience suggests
that it is a waste of valuable time and resources to enter into debates on the “Is it a task, or
is it a competency?” issue. Debate on this topic seldom produces results that contribute to
improved product quality. Additional helpful comments on this topic can be found in an ear-
lier work by Dubois (1996, pp. 54-58).

Job competency definitions in most organization applications are expressed as human
characteristics that have been shown to be of importance for successful job performance.
However, employees can have difficulty in acquiring and effectively using those competen-
cies without a relationship to the organization in which they perform and the work they do.
This purpose is served by behavioral indicators. Behavioral indicators for a competency state-
ment include a description of the behaviors, actions, or psychomotor responses that one can
expect to see the job performer exhibit when performing the job in a fully successful or exem-
plary manner in a specific organization setting. In other words, behavioral indicators bring
the generic competency statement to life within the context of the job where it is being used.
To be their most effective, most competencies include from one to five behavioral indicators.

Once an organization has completed the identification of the job or work outputs or
results and has identified the tasks and activities required for their achievement, the compe-
tencies used for task performance, and behavioral indicators for each competency, a com-
petency model must be constructed. Presented below is an abbreviated version of a job
competency model that shows the key elements that practitioners usually include when they
develop the model for use in their organization.

Why do some job competency models provide “breakthrough information” for work-
ers and their managers? First, management can (and frequently does) make an erroneous
assumption that workers know what is expected of them and what they should do on a day-
to-day basis to be successful. They believe employees always know what they must do to
help their organization to be successful. A great many managers fail to realize that most of
these employees are capable of exemplary (that is, best-in-class) performance rather than
just satisfactory performance. Too often, they only expect the mediocre. Second, competency
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models go beyond traditional job descriptions in communicating job and performance
requirements to workers. In effect, competency models communicate what credible man-
agers should communicate to their employees. This important fact, if handled properly, can
be a major selling point for competency identification, modeling, assessment, and individ-
ual development in organizations. In fact, it might be the key to convincing managers of the
benefits of competency-based approaches to performance improvement.

Many practitioners in organizations worry about their ability to produce high-quality
(that is, valid and reliable) competency models with a minimum of organization resources.
Toolkit users should address product quality issues at the outset of their work. Specifically
stated, the issue is this: How can the completion of the project tasks in the organization pro-
duce competency models of the highest validity possible, given conditions and constraints
in the organization?

To our knowledge, there are no universally understood, accepted, or acknowledged stan-
dards for researching and producing job competency models. However, if the researcher has
a knowledge and understanding of what it means to have valid and reliable competency mod-
els as outcomes of project activities, he or she can produce high-quality, valid, and reliable
competency models.

Let’s talk about what your models should be like. We will address reliability first. Once
a competency model has been around the organization for a while, users become concerned
about whether or not it represents the job competency requirements as well as it once did.
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Sample Elements of a Competency Model for a 
Customer Service Representative

Sample Competency Title and Definition:

❊ Conflict Resolution: Resolves conflict with customers in ways that result in a win-win
outcome.

Sample Behavioral Indicators:

❊ Accurately identifies the issue(s) upon which the conflict is based.

❊ Identifies the business impact(s) of unresolved conflict with a customer.

❊ Creates options for resolution of a conflict with a customer that results in customer
satisfaction.

Sample Job Result:

❊ Resolution of conflicts with customers that result in customer satisfaction with the orga-
nization and that will eliminate or minimize a negative business impact.



What they are asking, in technical terms, is this: Is this a reliable competency model for the
job as it is practiced today?

For competency models and other job analysis data, reliability focuses on how stable
the contents of the job analysis data and competency model are over a specific time period.
For example, let’s assume that the job elements and competency model are researched and
created for a well-defined job, and the results are endorsed by management. Six months
later, the job outputs or results expected of employees substantially change. Consequently,
the job activities and tasks that must be performed to achieve the job outputs or results
must also change. This can have a significant impact on the competencies or tools required
to perform the tasks and activities. If this is the case, then the former competency model is
of questionable reliability. Consequently, when business or performance conditions change,
the competency program manager must be alert to how the work that employees perform
is affected by those changes. He or she must be prepared to assess the reliability of the per-
formance models and then, if necessary, redefine the former job performance expectations
of employees.

When a competency model is valid for a job or work activity, it means that the model
precisely and accurately portrays the job performance elements in the context of the per-
formance situation within the organization. In other words, for your competency model
to have high validity, you would expect to be able to answer the following questions in
the affirmative:

❚ Are the job outputs or results comprehensively and accurately stated?
❚ Are the job activities and tasks the ones that will successfully produce the job out-

puts or results?
❚ Are the competencies those that workers need in order to perform job tasks that

result in the outputs or results they are expected to produce? 

Competency model validity has meaning in terms of how the model is to be used by the
organization in its human resource practices.

When a job competency model is designed, researched, and used for performance
appraisal, compensation, recruitment, or selection purposes, then it must have predictive
validity and it must have high reliability. In other words, the competencies and their appro-
priate use must be demonstrated, through empirical research findings, to be predictors of
successful job performance. This requires the competency researcher to do more than sim-
ply hold a few interviews or focus group sessions to identify the competencies. Statistical
correlation studies must be completed to show the strength of association between the use
of the competencies and successful job performance.

Competency models used for assessing employees to determine their training and devel-
opment needs must have credibility or at least the endorsement of those who are most directly
affected by their use—the workers who perform the job, and their supervisors. Second, com-
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petencies used by the exemplary and fully successful performers must be included on the
competency list.

The methods for developing a model, explained later on, will help your organization
develop useful competency statements and models on which you can base training and other
human resource development plans. If, however, you plan to eventually use the competency
statements developed for purposes other than those intended here, then we urge you to obtain
the services of a statistical or social science researcher at the outset of the project to help plan
and execute the additional tasks that are needed to ensure that your competencies will have
predictive validity.

Additional thoughts and comments on standards for competency models have been pre-
sented by Dubois (1996, pp. 65-66).

VI. An Overview of the Steps for Identifying Competencies 
and Constructing Competency Models

Once you complete a performance diagnosis of your target group for competency identifi-
cation and modeling and determine that the performance issues relate to gaps in employee
know-how and not the work environment, you are ready to begin the process of identifying
competencies and developing competency models. (See Appendix VI for a Performance
Diagnosis Activity.) We will review the broad tasks and then break them down into more
specific work activities a bit later.

If you are the competency project manager, we recommend that you complete the fol-
lowing major tasks and use the resources included in this Toolkit in order to identify com-
petencies and create competency models.

1. Identify a competency program manager who will be responsible for the day-to-
day work of all competency initiatives in the organization.

2. Identify an organization sponsor for each competency initiative who will make
sure that the project(s) is completed and successfully implemented in the organi-
zation.

3. Identify one or more jobs in the organization for a competency initiative appli-
cation.

4. Establish strategic links between the selected job(s) and the organization’s busi-
ness or strategic objectives. (Answer the following question: Why was this job
or work area selected at this time for application of a competency initiative?)

5. Establish and use a project steering committee for each competency project.

6. Create a project management plan for each competency project and obtain a
project sponsor or management endorsement.

2–13

Part II: Creating Competency Models Step-by-Step



7. Conduct introductory and interim information briefings for key individuals or groups
on the project plans, practices, and outputs, and on how they will be used.

8. Review and update the performance diagnosis data for the subject job(s) and
advise management of additional actions that might be necessary to ensure the
success of the competency initiatives that are planned.

9. Research and identify the job outputs or results, as well as the job activities and
tasks for the subject job, and obtain project sponsor or higher-level manager
endorsement (if necessary).

10. Identify the key job competencies and obtain project sponsor or manager endorse-
ment. 

11. Identify behavioral indicators for each competency, and obtain project sponsor
or manager endorsement.

12. Construct the competency model(s) and obtain project sponsor or manager
endorsement.

The steps above are presented in flow chart form in Appendix III.

We have also attempted to help you with the planning and management of your pro-
ject(s) by providing you with a planning and management checklist entitled Planning and
Management Self-Checklist for Competency Identification and Modeling. The checklist can
be found in Appendix IV.

We call your attention to the fact that you might or might not complete Steps 1-5 in the
exact order we have presented them here. You should keep this in mind as you continue to
review our suggestions. Your organization’s culture and the circumstances surrounding your
involvement in organization competency initiatives could substantially affect how you deal
with the first five project tasks. We had similar conflicts in deciding exactly how to sequence
and present these steps in this Toolkit, as well.

In summary, the twelve steps above represent the minimum work that is required, in our
opinion, to develop successful competency identification and modeling for your organiza-
tion projects. We are often asked to estimate the number of “elapsed days” that will be
required to successfully complete the work steps above. This is a very difficult question to
answer definitively, since many factors will affect how long it takes you to complete each
step. You might find that some steps can be completed in a matter of minutes, while others
might require several days to complete. As the project manager, you must work as quickly
as you can to plan, communicate, and implement the project steps. In general, most “uncom-
plicated” competency identification and modeling projects using the methods described in
this Toolkit should take less than three-months elapsed time in order to create one or two
competency models.
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VII. Successfully Completing the Project Steps

In the sections that follow, we provide you with specific guidance and suggestions for suc-
cessfully achieving the objective(s) of each step. As you review our suggestions, remember
what we said earlier: you must be flexible in how you complete the work in your organiza-
tion’s culture and environment. Perhaps some approaches or suggestions might not be appro-
priate for your situation; if not, change the order in which you complete the steps. When
this is the case, modify what we have presented here, all the while remembering that your
project results must be of high quality for them to be acceptable to the sponsor and successful
when they are used by those most affected by the project results—the job holders and their
supervisor(s).

Step 1: Identify a Competency Program Manager

Regardless of the project sponsor, you must assign a project manager to the individual pro-
jects that represent your initiatives if they are to be fully successful. The project manager
must have positive working relationships with the organization’s project sponsor(s), given
the need for the close working relationship that must exist between the manager and spon-
sor(s). Trust is a key attribute of this relationship. 

The competency program manager should possess as many of the following character-
istics as possible:

❚ Have broad organizational experience in project work, spanning a variety of
organization divisions or functional areas. 

❚ Possess at least two years of work experience in the organization. 
❚ Have knowledge of and direct experience with the principles of survey research

in organizations and their application. 
❚ Possess the ability to enlist support from key managers or leaders by virtue of their

confidence in the capabilities of the competency program manager. 
❚ Have a reputation for bringing projects to a successful conclusion, on schedule. 
❚ Be able to identify the steps necessary for project completion, place the steps in

logical order, and identify (when appropriate) the project deliverable(s). 
❚ Be able to identify a realistic target date for the completion of each project task. 
❚ Be competent in the application of project management and data-base manage-

ment and analysis software in pursuit of achieving project objectives. 
❚ Be able to delegate and manage the completion of project tasks within time and

quality requirements. 
❚ Be highly competent in oral and written communication. 
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❚ Possess a highly developed analytical competence. 
❚ Be able to view the organization in strategic and political terms. 
❚ Be able to intuit information before it is manifested. 
❚ Be flexible when identifying and designing research and development approaches

that are feasible and, at the same time, that can produce high quality results or
outputs. 

Experience creating and/or administering human resource management practices (espe-
cially in the area of job analysis) and experience in the design and management of surveys
in organization settings are particularly valuable. Of nearly equal importance, the program
manager must have the trust and confidence of senior organization leaders who will be sup-
porting the design and implementation of the projects. Often project managers will need to
locate technical experts within the organization who can help complete certain project tasks
or enlist external contractor support. Contractor support is especially useful when technical
assistance is needed to complete certain project steps.

Step 2: Identify the Organization Sponsor

After the briefing session in Part I was completed, some decisions should have been made
regarding resources and a target group. An organization sponsor might or might not have
been identified at that time. We have made an assumption in this part of the Toolkit that
senior leaders in your organization have endorsed the introduction of competencies in pur-
suit of strategically important business plans. Usually very specific jobs or groups of employ-
ees (for example, teams) will be targeted for competency application. Not surprisingly, senior
managers generally believe that the competency project sponsor should be the leader who is
managerially responsible for the jobs or employee groups that have been targeted for com-
petency applications. Depending on the time the leader or manager can commit to the pro-
ject, she or he might find it necessary to assign a subordinate to be their co-sponsor or
representative. 

Sponsors can differ by organization area. However, when leaders themselves are the focus
of a competency project, one or more of their superiors must be viewed as a sponsor of the
project, although day-to-day responsibilities for project development will rest with the com-
petency program manager.

When possible, choose your sponsor based upon his or her ability to influence and drive
new initiatives and the qualities mentioned earlier. Ideally, the sponsor should have some
managerial responsibility for the employee groups targeted for the competency modeling.
Once the project is underway, the sponsor should be briefed on the project status at least
every month, and more frequently when decisions of strategic intent or importance must be
made before project development can progress.
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In summary, the sponsor—to be effective—must be highly respected by senior managers
and able to influence or direct the allocation of the resources required for completing the
project as it was planned and promised.

Step 3: Identify Target Jobs for Competency Identification and Modeling

It is not possible to create effective competency models for all jobs in an entire organization
all at once. Consequently, a reasonable approach must be found to prioritize the jobs for
which competency models will be developed, based upon an agreed-upon set of business cri-
teria or priorities. One common approach is to identify a group of employees (across one or
several jobs) that is of strategic importance to the success of the organization for a desig-
nated period of time into the future. Ways to identify that employee-group might include
polling senior managers or organization leaders with questions like the following:

❚ What is the one job (or job category) or work group within the organization that,
if it were improved, would lead to dramatic improvement in the organization’s
performance?

❚ What is our most significant impediment for having superior organization perfor-
mance?

❚ What is the most problematic area in the organization relative to profitability, ser-
vice performance, customer satisfaction, and so forth?

❚ What area of the organization has the highest turnover or absenteeism?
❚ What area of the organization is the focus of the most complaints—either internally

(from other departments) or externally (from customers, suppliers, or distributors)?

This decision must be consistent with the action plan elements developed in Part I. Once
this group or organization area has been identified, you must make it the focal point for
the initial competency identification and modeling in the organization. The reason to do
this is to: 

1. Demonstrate the process and the successes that its use can bring in a highly vis-
ible area of the organization.

2. Build support around solving one or more of the organization’s high-profile prob-
lem areas.

3. Establish the precedent for conducting a successful pilot study of the approach
in the organization.

Once you have created such a model for a particular group of employees, then subse-
quent groups or targeted jobs or employee groups can be identified using a similar approach.
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Step 4: Link Competency Applications to Strategic Requirements

If you followed our suggestion in Part I to gain support for competency identification and
model-building, then one or more key leaders have already endorsed one or more jobs for
competency identification and modeling, and demonstrated their commitment by provid-
ing resources. As the project manager, it is your responsibility to make sure there is a clear
understanding among the principals to the project regarding how the project outcomes will
address the organization’s strategic performance requirements. It is essential, therefore, that
you periodically review how the performance of the targeted jobs for competency identifi-
cation contribute to the realization of the organization’s strategic success. In Part I, you
may remember, your organization’s strategic business objectives and the competency needs
of select employees were initially identified. It is now essential that you revisit those find-
ings and use them here to project advantage. 

The job dimensions—especially the job outputs or results and the manner in which the
job is performed—must be directly related to the organization’s strategic business goals or
other goals.

In certain situations, completing a competency identification and modeling project can
consume many days or even weeks, depending upon resource availabilities and the degree
of access project workers have to key employees from which information must be collected.
Consequently, continuing support for the project over its life requires that the project man-
ager consistently remind the sponsor and other leaders why this work is being done, and
how the project outcomes will benefit the organization. In brief, sometimes it takes months
to see positive results in strategic terms. The project manager has primary responsibility for
maintaining the visibility of the project objectives and outcomes, using a strategic perspec-
tive with organization leaders. A great many organizations neglect to maintain good com-
munication with key persons while they are completing numerous project tasks.

A word of caution is appropriate here. There will be occasions in organizations in which
strategically important jobs or collections of jobs will not be acknowledged as such by man-
agers or key leaders because they have their own ideas about the jobs or those who hold
them. There can be a number of reasons for this. Among them: Leaders have not partici-
pated in strategic or other business planning thinking and, consequently, have not identified
key organization areas of significance that will drive the business or organization in the
future. Leaders are sometimes influenced by subordinates who are motivated by personal
agendas rather than by the larger interests of the entire organization. Senior managers are
sometimes too involved in putting out fires and are not fully focused on issues affecting the
organization’s strategic success (that is, they dabble far too much in the small stuff of daily
operations, which ought to be the responsibility of their supervisory or management staff).
Another reason why management does not always view truly strategic jobs as being very
important is that the culture of the organization might be “closed” (managed by autocracy)
rather than “open” (managed through participation). These are some of the more common
reasons encountered by competency program managers.
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Many unknown organization factors will come to light throughout the life of the pro-
ject that will cause you to second-guess the options chosen for competency identification and
modeling. Since every organization has its own peculiarities and cultural setting, it is not
possible for us to prescribe how to handle this situation. However, we suggest that when
you discover youself or others questioning your project decisions, you should assess the
project status at that point without support and proceed to completion if sponsor or senior
management support exists to do so. Otherwise, you should perhaps rethink the options
before you.

Another resource available to you is described in the next project task, the creation of a
project steering committee. As you will note a bit later, this committee should be formed to
serve the interests of not only the project sponsor, but also the project manager and the orga-
nization at-large. The project manager should consider raising issues of a strategic nature
with members of the project steering committee for their advice and other assistance. Further
information on the use of a steering committee is provided next.

Step 5: Establish a Project Steering Committee

Why have a project steering committee? Simply this: A project steering committee is an advo-
cate for the project—a group of persons who successfully synthesizes the interests of the
organization, the project sponsor(s), the project manager, and the workers affected by the
projects through full implementation of at least the pilot project(s) in the organization.

Collectively, the steering committee should view the project from the perspective of the
total organization, as well as from a functional or divisional perspective. In this sense, the
committee serves the interests of both entities. Given their responsibility from the project
outset, members can consider the larger, strategic organization issues, although senior man-
agers might not have as yet done so. Due to their influence with those who selected them
(usually the project sponsor or the senior manager), these committees often have significant
influence on senior leaders that helps those leaders begin to think more strategically than
they might have in the past. Consequently, the participation of a steering committee in com-
petency work can have the secondary benefit of influencing the development of the larger
organization in ways that might not have otherwise been possible.

The steering committee also serves as an advisory and oversight board for both the pro-
ject sponsor and project manager. Suggestions by committee members can help prevent fatal
errors that might otherwise lead to a project disaster. The committee can advise the project
manager on potential pitfalls to project operations or difficult situations in the organization
that might require the manager’s special attention to ensure successful progress on project
tasks.

Steering committee members can be leaders in their own and allied work areas for the
project objectives and can often help others accept the project and its outcomes in areas
where the project manager might have otherwise not been successful.
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Steering committee members can advise their constituents on project policies, procedures,
plans, concepts, and tasks in ways that are understandable to diverse organization audiences.

Who should be included among the members of the project steering committee? The
answer to this question depends upon the organization’s structure and the visibility of the
project throughout the organization. This committee’s composition for a geographically
diverse organization might be quite different from that of a small organization where all
employees are located in the same facility or in adjacent facilities in the same community.
However, in general, committee members should include persons from the organization who
have as many of the following attributes as possible:

❚ the respect and support of the project sponsor(s)
❚ the respect of the organization’s senior leaders and managers; these persons must

influence with integrity and have the larger organization’s interests at heart
❚ functional expertise in the subject-matter area(s) represented by the job(s) or

employee work group(s) for which competency identification and modeling will
be completed

❚ represent the human resources and areas of the organization that are allied with
the work area(s) represented by the project

❚ represent labor unions, if the project is carried out in an organization where labor
unions exist

❚ the trust and respect of workers in the organization
❚ close contact with and an understanding of the operational and policy areas of

the organization
❚ represent internal or external customers, clients, or constituents
❚ highly developed interpersonal competence (Note: This characteristic or compe-

tency is an essential one for every committee member.)

How frequently should the committee meet? This is another difficult question to answer,
because the committee members will need to establish its terms of governance, objectives,
tasks, and operating policies and procedures, with the cooperation from both the project
sponsor and manager. The project manager should be prepared to help facilitate the devel-
opment of these organization requirements, beginning with the first meeting of the steering
committee. An external professional facilitator can also be used for this purpose if the pro-
ject manager for some reason is unable to assume this role. Our experience suggests that
when meetings among project principals and the steering committee occur on a regularly
scheduled basis, having a steering committee is a definite plus.

In general, the committee’s primary responsibilities should focus around maintaining
accurate communication links within and across all segments of the organization regarding
the project’s objectives, progress, and results. Of equal importance is the role played by the
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committee in providing advisory support to the project manager on key project issues as the
completion of project tasks proceeds over time. The project manager should never underes-
timate the value of having available to them the benefits of a well-organized and diverse pro-
ject steering committee.

Step 6: Create a Project-Management Plan

Every successful competency identification and modeling project owes part of its success to
the efforts of the project manager who planned the project. Accordingly, our experience sug-
gests that every competency identification and modeling project plan should include at a
minimum the following elements:

❚ Statement of the project tasks and subtasks
❚ One or more deliverables for each project task and subtask
❚ Name(s) of the individual(s) or group(s) responsible for completing each project

task or subtask (the deliverables must be made available to the project manager)
❚ Target due date for each project task or subtask
❚ Blank space on the plan to insert the date that each project task or subtask was

actually completed
❚ Time line showing a project completion date and a target date for the completion

of each project task

The major project tasks for most competency identification and modeling projects can con-
sist of those listed earlier, with modifications made due to local organizational circumstances.

We encourage you to use readily available project-management computer software to
help you with this task. However, avoid allowing the software to dictate how you will orga-
nize detailed project steps. Although it hardly needs saying, we suggest that if the software
is not sufficiently flexible to serve your needs, abandon it and either locate another software
application or use a paper-and-pencil version of the plan. Appendix V includes the Project
Management Planning Worksheet. This template will help you organize the information
mentioned above into a useful paper-and-pencil version of the project management plan.

Once you have constructed what you believe is a realistic project plan, you should pre-
sent it to the Project Steering Committee for review. Typically these persons can provide
you with sound reactions and guidance on the plan. Endorsement from the committee is
essential because these persons represent a microcosm of the organization. You will prob-
ably want to make revisions to your plan once you have received committee feedback. Once
the revisions have been made, you should present the plan to the project sponsors for their
endorsement. Typically the project sponsors will most probably endorse the plan when they
know that the project steering committee has endorsed it earlier. However, if revisions are
mandated by the sponsors, then these must be made and the steering committee informed
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accordingly.

Step 7: Conduct Information Briefings

At the outset of any competency identification and modeling project, you are obligated to
conduct several introductory information briefings for key persons or groups in the organi-
zation on the project plans, practices, and outputs, and how the outputs will be used for
human resource management purposes. That is essential to maintain effective communica-
tion about the project. Among those who should be briefed are:

❚ The entire Human Resource Department or function
❚ Key labor union representatives who are not members of the Project Steering

Committee (if a unionized organization)
❚ Senior managers, other than those who were initially briefed
❚ Supervisors or team leaders of the work group members who have been targeted

for competency work, if they were not previously briefed
❚ Any remaining persons in the organization who have a need to know (e.g., infor-

mal leader)

You should provide the briefing participants with ample opportunities to have their ques-
tions answered. You should also openly solicit group members’ suggestions regarding the
project and its implementation.

Of special importance: You must brief the workers who will be most affected by the use
of competency-based human resource management practices. When you brief this group, be
certain that, at a minimum, you:

❚ Explain the meaning and use of special terms associated with competency iden-
tification and modeling, and give examples of each term relative to the audience
members’ work situation (see Appendix II for definitions and concepts). 

❚ Describe how competencies are related to job outputs or results and the tasks per-
formed to achieve them; use an example of an output or result they produce, the
tasks performed to achieve it, and the competencies they possess and use (and
how they use them) to perform the task(s). 

❚ Emphasize why competencies are important for daily job performance, and relate
this to the competency identification and modeling project. 

❚ Explain the uses that will be made of the outputs of the competency project. 
❚ Describe how the outcomes of the project will benefit them and how they can open

up new opportunities for them. Have the participants cite some possibilities.
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Always be candid during a briefing, and respond to all issues or questions that arise.
Take care not to promise more than you can deliver. Also, be careful not to create rising
expectations among the participants. Do not, for example, promise them training opportu-
nities based upon the competency identification findings, unless senior management has
already made that commitment to the participants.

Allow sufficient time for participants in a briefing to ask questions and to tell you what
is really going on in the work unit that may impact project success. You will learn a great
deal about their work realities that might influence the project if you are willing to listen and
evaluate what you hear. Ask the participants to identify one or two individuals who can pro-
vide the competency project manager with perspectives on the progress of the project in the
work area.

You might also ask the participants questions such as:

❚ What barriers do you expect you might encounter during completion of the 
project—and how  can those barriersbe surmounted?

❚ What times of day, month, or year might be best—or worst—to carry out the pro-
ject tasks in the work unit(s)?

Should you meet with resistance or conflict that you cannot satisfactorily resolve during
a briefing session, you should raise the participants’ concern with the Steering Committee
for opinions, advice, and possible action. Members of the Steering Committee can usually
provide you with specific guidance on how to resolve these issues. In other cases, they will
want to take care of these issues as representatives of the Steering Committee. In other cases,
they might prefer to use their personal influence with those who have concerns as a way to
build deeper understanding and trust. Although every situation is different, you should be
careful to avoid becoming personally involved in conflict situations.

You should inform the project sponsor of roadblocks (or potential roadblocks) to the
success of the project. How you do this while at the same time keeping the project Steering
Committee informed as well will depend upon the agreements you have made. 

Step 8: Review Performance Diagnosis Information: A Go/No-Go Decision Time

It is always wise, we have discovered, to revisit and update the performance diagnosis infor-
mation that was collected in the formative stages of the project. During those earlier analy-
ses, it was possible that performance roadblocks were discovered that required removal
through management decisions or directives. Often these are operational barriers that can-
not be immediately surmounted by workers, and which will require management attention.

We’d like to repeat something we said earlier: At this stage of the project, it is not wise
to expend valuable organization resources to identify competencies and create competency
models for workers’ jobs, when in fact no matter how competent the workers might be, there
are roadblocks that prohibit them from performing their work. Consequently, before you
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proceed to later project steps, you should revisit the performance environment to make sure
any identified performance roadblocks have been successfully removed or will be removed
before implementation of competency-based human resource management practices.

If you completed a thorough performance diagnosis earlier, it should easy enough to
make certain there are no organizational roadblocks to individual performance. If roadblocks
persist, we suggest that you consult with your steering committee and/or the project spon-
sor for suggestions on how to proceed. This is a critical path decision-point in the project
plan: you need to make or recommend to management a “go/no-go” decision before you
devote time, money, and effort on the project.

The Performance Diagnosis Activity form recommended elsewhere in this Toolkit is also
included here as Appendix VI. Look at it again. If necessary, take steps to create a High
Performance Workplace (HPW) where organizational conditions are favorable to individual
performance (see Dubois and Rothwell, 1996).

Step 9: Research Job Outputs/Results and Job Tasks

The beginning of every competency identification and modeling project requires that you
have a detailed understanding of the key job parameters and how they fit into the work envi-
ronment. This is the traditional work performed by a job analyst. The basic job analysis
steps you must now complete are: (1) identify the job outputs or results for the jobs identi-
fied for the project; and (2) identify and define job tasks that must be performed in order to
achieve each job output or result.

Recall that in order to identify the characteristics or competencies employees need to
perform a job, you first must know the outputs or results the employees are expected to pro-
duce for job success. Once you know about this job dimension, you will be ready to iden-
tify the tasks or units of work these persons perform in order to achieve the work outputs
or results. The task statements can then be analyzed to identify the knowledge, skills, and
other characteristics or competencies needed to perform the work. Remember: Competencies
are the tools that employees use to perform their job tasks.

Although a detailed explanation of the techniques of job analysis is beyond the scope of
this Toolkit, we provide you with the basic techniques for identifying job outputs and job
tasks that you need to proceed to competency identification. For detailed information on job
analysis techniques, we suggest you consult the Master Bibliography and review one or more
of the following references: Hartley, 1999; Fine, et al., 1971; Boyatzis, 1984; Carlisle, 1986;
Dubois, 1993; Spencer, 1998 and 1993; Be a Better Task Analyst, 1998; Jonassen, et al.,
1989; McCormick, 1979; Norton, 1997; Zemke and Kramlinger, 1982.

To begin work to identify the job outputs or results, you might want to obtain (if it is
available) an up-to-date job description, which is typically maintained by the organization’s
human resources department. By reviewing the job description, you will be able to deter-
mine what the worker “is responsible for” and the job activities the employee is expected to
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perform. This is commonly how job descriptions indirectly refer to the outputs or results
expected of the employee. It is seldom that you will find job outputs or results explicitly
stated on a job description. If job outputs or results information cannot easily be determined
from an in-depth analysis of the job description, you will need to interview the supervisor
or manager who is responsible for the job to gather this information. You could also inter-
view the supervisor and a group of job experts or exemplary job incumbents who currently
perform the job within the organization.

A sample job description from a fictitious organization is included in Appendix VII for
your review. Notice in this job description that the work activities are identified according
to the roles that the Supervisor of Quality Assurance fulfills. Note that this supervisor per-
forms the task, “Hires subordinate staff.” How does this translate to a job output or result?

Turn now and review Appendix VIII, Representative Examples of Terminal and Enabling
Outputs Tied to Work Activities. This Appendix presents an example to show how a work
activity (or broadly stated task or behavioral expectation) is stated first. The job output or
result that our fictitious supervisor of quality assurance will be held responsible for is “a
filled position,” which appears in the far right-hand column of the example.

Notice, however, that the supervisor must produce numerous enabling [job] outputs in
order to achieve the terminal output, a filled position. A brief review of column two of the
examples shows that the supervisor must successfully produce six lower-order job outputs
before the terminal output can be achieved. This aspect of job outputs analysis work has
serious implications for later analysis steps, including the identification of the tasks needed
to produce the enabling outputs, as well as the competencies that the supervisor must pos-
sess and properly apply to perform each job task. This might seem like a great deal of work,
but until the in-depth dimensions of the job are identified, critical tasks and competencies
can and will frequently be concealed, and therefore altogether missed when the competency
model for the job is created. The seriousness of this error on the long-term use of the com-
petency model for identifying employee development needs should be obvious!

Each job activity found in the sample job description in Appendix VII can be analyzed
to determine the output(s) or result(s) that the employee will produce by performing that
activity. Note in our sample position description that the job outputs or results expected of
this supervisor are not explicitly stated, though they should be. It is regrettable that this
dimension of employees’ work is usually not explicitly stated in typical job descriptions used
by organizations. Consequently, employees are often left to figure out on their own the out-
puts or results expected of them. It is little wonder that they become frustrated in their
attempts to be successful at their work. This will be one of your project’s first contributions.
Your analytical work in this early stage of competency identification will make clear exactly
what is expected of employees in their daily performance. This outcome alone will be a major
contribution because it will shed light on work expectations. You should not be surprised if
your efforts evoke much discussion and debate as you pursue the identification of job out-
puts or results.
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In the event that a job description for the subject job is not available within your orga-
nization, you can obtain job information from an authoritative source such as The Dictionary
of Occupational Titles, aka DOT (1991. 4th ed. Hawthorne, NJ: The Career Press.) This
Career Press Publication is available in most public libraries and university or college refer-
ence libraries. Most libraries and Internet search engines can provide you with additional or
similar references on occupations. These sources can give you basic information on jobs sim-
ilar to those you will work with in your organization. From this information you can obtain
an understanding of what persons who do this work typically do (tasks) and what they usu-
ally produce (outputs or results) in order to be successful. This will give you a foundation
for discussions with managers and job experts in your organization.

Note in the sample job in the Appendix that the supervisor fulfills three roles: (1) indi-
vidual contributor; (2) team contributor; and (3) supervisory contributor. In today’s work
environment, it is common for employees to play several roles. You will want to explore this
possibility with each job you analyze in your organization, because the results of this analy-
sis can influence the tasks and competencies required for successful performance.

Next, you need to identify the job tasks associated with each job activity by using the
enabling and terminal outputs or results that have been identified.

A task is a unit of work, consisting of an action or sequence of actions, that contributes
to the achievement of one or more job outputs or results. Fine and Wiley (1971, pp. 9-10)
observed this: “The task action or actions sequence may be primarily physical, such as oper-
ating a [computer]; or primarily mental, such as analyzing data; and/or primarily interper-
sonal, such as consulting with another person.”

Task statements developed in a competency identification project must include at least a
statement of the action the worker must perform and the output or result of the action. The
action statement describes, in the most concrete terms possible, the employee’s job activity.

For the purposes of competency analyses, pinpointing the action and expected output or
result of the action is sufficient for competency identification purposes. Fine et al. (1971, pp.
10-11) believe that “. . . a task statement must include additional items of information to
communicate clearly and consistently.” Specifically, they suggest that such task statements
answer all of the following questions:

1. Who performs the action?

2. What action is performed?

3. What output or result is accomplished?

4. What tools, equipment, or work aids are used by the worker?

5. What instructions are given to the worker in order for him or her to perform?

You can decide exactly how much detail you will place in your task statements. When
job task statements are a basis for selection or performance assessment or retention deci-
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sions, we believe it is better to have more detail in job task statements. (For further infor-
mation on this topic, see Fine et al., 1971.)

Let’s return to Appendix VIII and use information from that chart to write a sample state-
ment of tasks that the Quality Assurance Supervisor would likely need to perform in order
to achieve one of the “enabling” job outputs. For this exercise, we have chosen the enabling
job output “candidate interviews.” Although this is a fictitious job, some sample tasks the
supervisor will most probably need to perform in order to complete job candidate interviews
include the following:

1. Verify the accuracy of the position requirements.

2. Create an interview process, devise information requirements for the interview,
and prepare an agenda for the interview sessions.

3. Schedule job candidates for personal interviews.

4. Conduct candidate interviews.

Notice that we identified only the key or most substantial actions the employee must
take to achieve the enabling output. Some persons tend to reduce job tasks to the very
lowest task level possible. This is not a useful practice. Long lists of minute job tasks are
cumbersome to work with and are less useful than more substantial or higher-order task
statements (that is, of the type we provide). You will want to experiment with various
levels of task detail until you discover that which is most useful in the context of your
organization.

Once the substantial or essential job tasks have been identified, they are listed in the
order in which they are performed on the job. This format promotes easier competency
identification.

Who in your organization should be tapped to identify job tasks for the job or jobs iden-
tified for competency identification and modeling? Our answer to this question is that this
work is usually done by exemplary job performers (that is, best-in-class job holders) or by
job experts such as their supervisor or manager. Detailed knowledge of how the job is per-
formed when the expected outputs or results are being achieved at the expected level of qual-
ity is essential for accurate and reliable task identification and definition. The job outputs
or results of the type included in Appendix VIII are the raw materials that those persons
selected to identify the tasks used to complete their work.

The draft task list must be reviewed, at a minimum, by the supervisor of the workers
performing the work defined by the tasks, in order to ensure their comprehensiveness and
accuracy. You might have two or three job experts review the tasks lists before you send
them to the supervisor(s) for review.

Another approach for completing job analysis or verifying the results of job analysis
information already collected for one or more jobs in your organization is to use what we
refer to as an expanded DACUM process. DACUM is an acronym formed from the phrase
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“Developing A Curriculum” (Norton, 1997). DACUM was conceived several years ago as
a method of identifying job characteristics by using group process and consensus. It is a very
useful and effective approach for obtaining job information if and only if it is practiced in
the manner described in the handbook.

Instead of starting the DACUM job characteristics identification process with a list of
the job outputs or results alone, we suggest using an extended form of DACUM, wherein
the focus group is given the added responsibility of first identifying the broad job activities
(which are essentially highly meaningful clusters of job tasks, and the outputs or results asso-
ciated with them). From the job activities, the group proceeds to identify the chief outputs
or results that workers produce, and then identifies the tasks needed to produce those out-
puts or results. Our Extension of DACUM is described in Appendix IX.

The Extended DACUM approach has the same advantages as the DACUM process in
that it is fast, it allows the researcher to facilitate immediate consensus among job experts
on the dimensions of the job, and it nearly always opens new communication opportunities

among the participants regarding how work
in the area is performed and ways to improve
certain dimensions of employees’ performance.

The Extended DACUM approach can also
be used to create and organize the elements of
a job that does not yet exist within the orga-
nization, as that job is conceptualized by key
organization leaders as they participate in an
extended DACUM session. This process is
especially useful when organization leaders
begin discussing future strategic goals or busi-
ness objectives and job design (and redesign)
or different employee configurations that might
be required to achieve these objectives.

There are several points at which you can
initiate discussions about a future organization
job. Many applications of this type begin by
identifying, as clearly as possible, the outputs
or results that workers will be expected to pro-
duce as a result of their successful performance
at some future time in the organization. Next,
they organize the job outputs or results into
meaningful clusters, and identify broadly stated
job activities for each cluster. They next iden-
tify the job tasks, and work proceeds as the
process is described in Appendix IX.
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WARNING! If you plan to use this
approach to job analysis work as it is
described in the DACUM Handbook,
then you must be aware of a discrep-
ancy that exists between its definition
of a competency and the definition used
in this Toolkit. DACUM indicated that a
job task is a job competency. Our
approach is more inclusive. Briefly
stated, job tasks—either directly or indi-
rectly—reflect the principal knowledge
and skills competencies needed for suc-
cessful job performance. However, you
must also identify the affective, mindset,
thought pattern, and similar personal
functioning competencies that workers
must possess and use in conjunction
with their technical competencies for
successful job performance. This
requires an extension of the DACUM
process to account for and identify
these additional “attitudinal” compe-
tencies. More about this topic is
included later in this step.



Step 10: Identify Key Job Competencies

This step is the heart of competency identification. It therefore deserves in-depth attention.
This section is organized in several subsections. The first subsection sets the stage for iden-
tifying key job competencies. The second subsection distinguishes among several types of
competencies. The third subsection describes how to research and identify technical job com-
petencies. The fourth subsection describes how to research and identify personal function-
ing competencies. The fifth subsection offers more ideas for identifying personal functioning
competencies. The sixth subsection summarizes various methods for competency identifica-
tion, and the seventh and final subsection offers suggestions for designing and administer-
ing a competency identification strategy. 

Setting the Stage. Now that you have the job activities, outputs or results, and the major
task statements, you are ready to pursue the identification of key job competencies. Before
you proceed, you might want to review the definitions and concepts upon which this work
is based (see Appendix II). The central theme of this step is to help you create and use sur-
vey-based competency identification techniques, linked with any additional competency iden-
tification methods of your choice, to derive valid competency lists for one or more jobs in
your organization. Small and medium-size organizations, in particular, will find this approach
especially helpful and even preferable to more costly or long-term approaches that rely on
specialized consultants for competency identification. You still should consider enlisting the
support of a consultant. They can assist you in developing competency identification strate-
gies, survey instrument design, and data collection methods, and can provide data collection
and analysis services. 

As you have probably already surmised, we are unable to provide you with a single, one-
size-fits-all competency identification process or strategy (even by using the competency lists
we have provided) that you can apply to every competency identification project. This state-
ment is not a disclaimer, but is in fact a reality for those engaged in the work of identifying
competencies and creating competency models. However, we will give you a smorgasbord
of ideas and information below that you can use to creatively design the competency iden-
tification strategy, project by project, that your organization needs. A sample strategy for a
fictitious organization, similar to one that you will need to formulate for competency iden-
tification in your organization, is included in Appendix XV.

How you will create an agenda to identify competencies for jobs in your organization largely
depends upon the circumstances surrounding the project and the requirements it must meet.
Here are the most critical questions that you should answer, although maybe not in highly spe-
cific terms, before you proceed with the competency identification tasks described below:

❚ Why are competencies being identified?
❚ Once competencies have been identified, how will they be used?
❚ How many jobs must be subjected to competency identification?
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❚ What is the rationale for selecting those particular jobs?
❚ How many employees hold the subject jobs?
❚ What are the perceived immediate performance improvement needs for these

employees that a competency-based approach will address?
❚ Where are these employees located? One location? Many locations?
❚ How many best-in-class employees or job experts can be identified for each job?
❚ Can job experts be made available for participation in job competency identifi-

cation tasks?
❚ What amount of time is available to complete the competency identification tasks?
❚ Can team leaders, supervisors, managers, executives, and similar employees be

made available to participate in competency identification activities?
❚ How easy (or difficult) will it be to contact employees and their supervisors or man-

agers to arrange for their participation in competency identification activities?
❚ What technologies are available to the project to support the competency identi-

fication activities?
❚ What monetary and human resource budgets are available for completing the

competency identification project?

The answers to these questions will help you think about how you can use or adapt the
steps for competency identification presented later in a systematic, efficient, and effective
manner.

Competency Types. When you review the literature on competencies, you will observe
that theorists and practitioners alike have various ways of classifying or naming types of
competencies. In this Toolkit, we want to keep it simple by discussing only two types of job
competencies: technical competencies and personal-functioning competencies.

Technical competencies are the specialized primary and highly related knowledge and
skill competencies that employees must possess and use in appropriate ways on the job. Some
persons refer to these as the functional competency requirements for a job. They are highly
specific to the specialized aspects of the job. They might have functional names or designa-
tions, such as accounting skills, chemical assay skills, knowledge of the legal aspects of a
process, or surgical knowledge and skills. 

Here are some examples of technical competencies:

❚ Solves first-order differential equations.
❚ Tightens a screw three-quarters of a turn in order to secure an airplane panel.
❚ Lists three legal principles related to sexual harassment.
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The first competency listed above would probably be recognized by persons in an engi-
neering function. The second competency statement was likely taken from the competency
list for a worker in an airplane manufacturing assembly line. The third competency state-
ment is clearly one that would be recognized by an attorney with a specialty in handling sex-
ual harassment cases with clients.

Personal functioning competencies, on the other hand, are not oriented or aligned with
any particular functional or technical specialty. They include the characteristics or compe-
tencies that employees call upon and constantly use—along with their technical competen-
cies—to be successful performers with other persons, both internal and external to their
organization. They can also include knowledge and skills elements. These competencies
include, for example, competencies found in Appendices X and XI. Here are three examples
of personal functioning competencies: 

❚ Recognizes and defines problems.
❚ Effectively uses the time available to complete work tasks and activities that lead

to the achievement of expected work objectives in the form of outputs or results.
❚ Effectively participates and contributes as a member of a work team.

Personal functioning competencies must, in our opinion, be categorized depending upon
the level of work the individual performs in an organization structure.

The first type of personal functioning competency addresses work that is done by work-
ers as individual contributor employees in the organization. (Individual contributors are
those who are not responsible for supervising or managing the work of others in the orga-
nization.) These competencies are not aligned with any specific professional or technical
work area and are called individual contributor competencies.

The second type of personal functioning competency is used by supervisors or managers.
These competencies are called, as you might suspect, managerial or supervisory competencies.
These competencies are not aligned with any specific professional or technical work area.

In summary, for individual contributor jobs in your organization, you will want to iden-
tify at least the personal functioning competencies required for successful job performance.
Most probably, your project sponsor may want you to identify the technical job competen-
cies as well. For supervisor, manager, or executive jobs, the project sponsor will most prob-
ably only expect you to identify the personal functioning competencies for those jobs. This
will all depend upon the objectives of the project and how you will use the competency state-
ments.

Researching and Identifying Technical Job Competencies. Researching and iden-
tifying technical or functional job competencies will not be covered in depth in this Toolkit
because they are not as difficult to identify as are the personal functioning competencies.
Technical job competencies should be an immediate outgrowth of basic job analysis work
within the organization’s human resources area. If your project sponsor wants you to iden-
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tify the technical as well as the individual functioning job competencies, then we suggest that
you identify the technical competencies by using the DACUM and Extended DACUM
processes we described earlier. The DACUM and Extended DACUM methods, as we
explained, can be used to identify basic job information such as job activities and tasks and
other job attributes, including technical competencies. By extending the use of the basic
DACUM approach, you can have a DACUM work group of job experts in the technical
function under review use the job tasks and activities and the job outputs or results data to
derive the technical job competencies. To learn how to do this work, we refer you to the
DACUM handbook and our explanation of an Extended form of DACUM, which is found
in Appendix IX.

Researching and Identifying Personal Functioning Competencies. When the
personal functioning competencies are being identified for a job, practitioners will some-
times experience frustration in coming to closure on the first draft set of competencies. This
stems from a concern that the competency list is not comprehensive or that some compe-
tencies that were included might not be accurate predictors of job performance success. This
concern can be addressed by conducting three to five structured behavioral event interviews
(described elsewhere in the Toolkit) with exemplary job performers. The results of these
interviews will help you determine the appropriateness of the competencies already identi-
fied and will oftentimes suggest other competencies that should also be included in the list.
You should share these results with the panel of exemplary job performers who were inter-
viewed and also with the job supervisor(s) as a “validity check.” The job supervisor(s) should
then determine which competencies should be included in the final list.

This Toolkit’s contribution to helping you identify the non-technical or personal func-
tioning competencies rests upon your use of the competency lists found in Appendices X
and XI as the primary content for constructing competency card-sort activities and com-
petency surveys in your organization. The lists in Appendices X and XI contain two types
of competencies:

1. Competencies used by supervisors, managers (that is, managers of supervisors),
and executives (that is, primarily managers of managers and those persons with
senior-level decision-making authority)

2. Competencies used by individual contributors (those persons who have no respon-
sibility for the work of other persons in the organization)

You are not limited to the competencies in the lists. You can supplement the lists with
your own competencies and behavioral indicators. Remember that employees in organiza-
tions must often assume more than one job role in the performance of their work activities.
Keep this fact in mind as you plan the use of the competency lists. Later in this step we pro-
vide you with suggestions for doing this work. In the meantime, we suggest that you take a
few minutes to become familiar with the contents of the two competency lists appearing in
Appendices X and XI before proceeding.
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Taking Action to Identify “Personal Functioning” Competencies. Listed below
are the essential action steps you must take to research and identify personal functioning
competencies for jobs in your organization. You can use a combination of competency card-
sort activities, standard survey methods, and either or both of the competency lists provided
in Appendices X and XI, with possible additions to the competencies appearing in the
Appendix made by yourself and others to ensure that the organization context and thor-
oughness of the lists are achieved. Here are five suggested substeps for completing this work:

Substep A: Collect and organize key employee, supervisory, and managerial infor-
mation (employee names and the names of their immediate supervisors
and managers), and key job information elements for each job that is
to be researched. 

Substep B: Develop a strategy to identify the key individual functioning competen-
cies for each job.

Substep C: Implement the use of the strategy and develop the first draft personal
functioning competency list for each job.

Substep D: Obtain reviews of the competency list and obtain the endorsement of
the project sponsor for each model.

Substep E: Proceed to identify the behavioral indicators for each competency (that
is, proceed to complete Step 11.)

Substep A focuses on assembling information about the job and the employees doing the
job. To some of you, this step might seem a bit out of sequence. However, there is a major
advantage to doing this work now. Once you have assembled all of the information that we
have outlined below, you will have a new perspective on the operational dimensions of the
work to be completed a bit later.

Information you will need throughout the early and middle stages of the project include:

1. Position description

2. Job activities list

3. Job outputs or results list

4. Job roles list

5. Job task list

6. Description of the strategic contributions of the job outputs or results at the orga-
nization level

7. Name of work unit(s) or division(s) where job is located

8. Responsible supervisor(s) and manager(s)

9. Logistical information for the employees, their supervisors, and their managers,
including for each person the following:
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Exhibit: Essential Action Steps to Research and Identify Personal 
Functioning Competencies for Jobs in an Organization

Step 10:

Identify Key Job Competencies

Substep A:

Collect and organize key employee, supervisory, and managerial information

Substep B:

Develop a strategy to identify the key individual functioning competencies for each job

Substep C:

Implement the use of the strategy and develop the first draft of a personal 
functioning competency list for each job

Substep D:

Obtain reviews of the competency list and obtain the endorsement 
of the project sponsor for each model

Substep E:

Proceed to identify the behavioral indicators for each competency 

(Proceed to Step 11)



❚ Mailing address
❚ Courier address
❚ Internet address
❚ Intranet address
❚ Telephone number
❚ Fax number
❚ Work days and hours
❚ Travel requirements or expectations
❚ Status: Exempt or non-exempt
❚ Ideal and least ideal days and times of day to contact the person 

You should create an electronic database for storing and maintaining this information,
since it will be needed throughout the project, and even after the project is completed and
the outcomes are made operational.

Substep B focuses on developing an identification strategy for the personal functioning
competencies. The information sources that practitioners rely on for essential and highly
accurate information for competency identification studies virtually always include “job
experts,” “exemplary performers,” and/or “fully successful” performers.

How do we identify appropriate respondents for competency identification projects? To
obtain credible results, you must identify credible respondents as information sources for
competency identification. Respondents must be persons that the organization’s formal and
informal leaders respect for the quality of their job performance, judgment, and allegiance
to the organization. If you have recognized, credible, and reputable competency card-sort
participants and/or competency survey respondents, your chances are good that people will
accept your results—whatever they are.

There is another reason why you should be careful about who you select. Given the rel-
atively high cost of doing any competency identification study, you should not include in the
respondent group any employee or other person who is less than fully successful in his or
her daily job performance.

That brings us to another subject. What does it mean in your organization to be fully
successful or exemplary in your job performance? These terms must be defined in terms spe-
cific to the performance requirements of the organization and each job within the organi-
zation before competency identification can proceed. The ideal situation is to have or establish
job performance measures and standards that can be quantified for judging an employee as
“fully successful” or “exemplary.” Examples of these measures could include: the number
of sales closed for a fixed time period; the monetary value of closed sales over a fixed time
period; customer satisfaction assessments on a defined-point scale; the number of objects
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produced by an employee or a team of employees over a fixed time period, or some combi-
nation of factors. All of these examples represent “hard” performance measures.

In reality, however, measuring job performance is usually not that straightforward, espe-
cially in service jobs or areas where there are perceptual differences regarding the quality or
value of the output or result supplied to the customer, client, or constituent. A good example
of this is the quality of a tour guide’s commentary during a bus tour of a city. It is difficult
to define every minuscule thing that a customer might expect from the tour guide. Are we
asking the correct questions of the users of the service? What questions did we miss? How
critical are the missed questions to getting a comprehensive profile of the service? Under cir-
cumstances of this sort, the rating of quality will essentially be a “soft” measure based upon
varying customer perceptions and expectations. Nonetheless, organization managers or super-
visors must define job performance measures with the aim of refining what those measures
mean over time.

By definition, supervisors and managers of supervisors as well as executives are consid-
ered to be “job experts.” When a job in the organization is held by three or fewer persons,
many practitioners will rely upon the supervisor or manager as a “job expert.” In this situ-
ation, we suggest that you rely upon the supervisor or manager to determine whether any
of their subordinates qualify as exemplary performers. The information that follows will
help you give them guidance on how to make that determination.

What if your organization does not have a sufficient number of job experts to use for
competency identification purposes? External to the organization, job experts are a bit more
difficult to identify. First, you must isolate the job within an occupational classification rel-
ative to the type of service or product that is produced or delivered. Next, other factors spe-
cific to the service or product line must be reviewed (that is, size of the organization, type of
customer, and so forth). In other words, you need to find out who outside this organization
also performs this job (or a similar one) under similar conditions and constraints and whether
their performance approximates our performance standards. Once you find this out, exter-
nal job experts can be identified and perhaps used to identify competencies for the subject
job. Otherwise, you might consider using a combination of job supervisors and the most
experienced and best-performing job holders. 

Who are those persons holding organization jobs that are the “exemplary performers”?
Supervisors and managers who have participated in competency identification projects almost
universally report that exemplary performers stand out and most of the time far exceed what
is expected of them. They produce job results or outputs that represent their creativity and
drive for excellence. They are highly motivated to achieve whatever it is that they believe is
worthy of achievement. These are the persons whose contributions extend the business line
or change the focus of the business in highly profitable ways.

Typically supervisors or managers are asked to nominate exemplary (or expert) per-
formers as respondents to competency identification studies. However, peer employees also
can effectively identify exemplary job performers when they are given the performance cri-

The Competency Toolkit

2–36



teria. Lewis and Zwany (1976) verified that peer employee ratings have high predictive valid-
ity for hard job performance outcomes or measures. When nominating superior-performing
managers, keep in mind that worker morale is higher among those who work for “superior”
managers (Spencer and Spencer, 1993, p. 96; (See also Caldwell, 1991 and Lawler, 1991.)
Whatever approach is used to select exemplary job performers, however, it is essential that
the correct job effectiveness criteria are identified and used. Nomination criteria that are
solely based upon the popularity of an employee, without reference to specific job perfor-
mance measures that support the choice, will not achieve the competency identification objec-
tives that must be accomplished (Spencer and Spencer, 1993, p. 96).

Some competency studies include customers, constituents, or clients among survey respon-
dents. This is a useful process as long as the project principals recognize that some of these
responses have only limited value. The reason for this is that persons without first-hand,
consistent knowledge of worker performance may not have an entirely accurate picture of
outstanding performance. Their input is useful and valuable, but must be cautiously used
when making decisions regarding which competencies are “key” to successful or exemplary
performance.

In conclusion, we have given you suggestions from our experience (and the experiences
of many other practitioners) in selecting the respondents for a competency identification sur-
vey. You are free to identify respondents for your organization’s competency identification
projects using whatever criteria suit the organization setting. Keep in mind, however, that
you must ensure the credibility of the respondent audience to provide the assessments that
are required to have high-quality project results.

Substep C focuses on implementing the use of the strategy and developing the first
draft personal functioning competency list for each job. It is relatively straightforward,
involving merely the implementation of the strategy previously identified. However, dur-
ing this substep it is important to communicate continuously with project sponsors and
other key stakeholders.

Substep D focuses on obtaining reviews of the competency list and the endorsement of
the project sponsor for each model. Once the draft competency list has been prepared, it
should be presented to the project sponsor for review and approval. If approval is not
obtained, then it will be necessary to pinpoint why it was not deemed suitable and take appro-
priate action. 

Substep E focuses on proceeding to identify the behavioral indicators for each compe-
tency. Behavioral indicators are observable indicators that demonstrate the appropriate use
of  competencies in the worst setting. This substep is described in Step 11 in more detail. 

A Synopsis of Competency Identification Methods. Although the competency
resource lists provided in Appendices X and XI are intended to be used as the elements of a
competency card-sort activity and/or some other form of a competency survey to identify
personal functioning job competencies, we felt it would be useful and important for you to
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have a synopsis of the other leading competency identification methods being used today, as
well as our opinions regarding the advantages and disadvantages of each method. In this
way, you will be equipped to decide whether you care to supplement the use of a compe-
tency card-sort activity and/or survey approach using the competency menus with one or
more of the methods described below. We complete this review with the card-sort and sur-
vey methods, and then we explain how to use those methods in more depth.

There are numerous methods currently being used by practitioners to identify compe-
tencies. For more information on that topic, you may refer to Dubois (1993), Dubois (1998),
Dubois (1999), and Spencer and Spencer (1993). A review of these sources, and others found
in the Master Bibliography, reveals that not only are there many approaches for identifying
competencies, but also that practitioners hold differing opinions regarding which methods
produce the best results. 

Since circumstances influence your options for competency identification, we believe that
you should begin by using a survey approach—possibly coupled with first using a compe-
tency card-sort activity, or a disciplined and well-planned focus group activity to first iden-
tify a high-quality, critical mass of personal functioning competencies for the job in question.
(We discussed technical or functional competencies earlier.) Once you have had this experi-
ence with competency identification, you should consider applying one or more alternative
approaches if you believe that quality will be enhanced.

One way to do this is to guess what the competencies are or should be. Practitioners who
are new to competency identification attempt to intuitively identify the personal function-
ing competencies as a first step. This decision is frequently made even after others have
advised against it.

However, there are a couple of advantages to using this method, but more disadvantages.
It does produce rapid results of unknown quality, and the cost is minimal. However, the
results will probably not be valid (unless you are a recognized expert in the job area), and
you will tend to identify  an overabundance of competencies, many of which are not essen-
tial to successful job performance. A third disadvantage is that the results will enjoy little
acceptance by the project sponsor, leaders, and workers who perform the job. Consequently,
this method is not recommended for identifying personal functioning competencies. It can
help you become comfortable with working with competencies.

The second method of competency identification is to use job observation. This method
is based upon having one or more persons directly observe one or more job incumbents per-
form as many of the critical job tasks as possible. Depending upon the circumstances of the
observation, the observer might code the behaviors observed during or shortly following the
observation period. (Many observers prefer to code behaviors during the observation, as
details are often easily forgotten once the observation is complete). There are advantages
and disadvantages to this method. The method is more effective in identifying key behaviors
that can be used to formulate or verify competencies for lower-order or less abstract jobs
(for example, semi-skilled jobs), and is less effective for those purposes for higher-order or

The Competency Toolkit

2–38



more abstract jobs (for example, management jobs). A second advantage is that job obser-
vation information is useful for confirming the findings of other competency identification
activities, such as surveys. They also provide useful information for identifying behavioral
indicators.

One disadvantage is that conducting job observations is inefficient, because it might
require conducting days of observations when certain job tasks are performed only rarely
or on an elongated or irregular schedule in the normal performance of the job. Closely related
to the first disadvantage is this second one: conducting job observations is an expensive
process. It should only be used when the researcher needs a clearer understanding of the job
or some aspect of the job as it is actually performed, or when it is necessary to verify a job
competency (or competencies ) or behavioral indicators that were identified through other
approaches.

The third method for performing competency identification is to tailor or adopt an out-
side expert model. Professional societies and organizations such as labor unions frequently
sponsor competency identification projects in response to demands or needs for information
on the dimensions of the functional or technical specialty; among those requesting such infor-
mation: government agencies, credentialing agencies, members of the profession who are
seeking guidance on the practice of the profession or trade, inquiries regarding the compe-
tencies required for the profession or trade area, and so forth. Professional societies plan and
sponsor competency identification studies to meet needs such as these, starting off by assem-
bling a panel of recognized experts in the professional or trade area. These competency iden-
tification lists are generally of high quality because they usually receive extensive reviews
from recognized experts in the job practice area. Examples of professional groups that make
use of such models include: civil engineers, nurses, building engineers, plumbers, electricians,
physicians, secondary-school mathematics teachers, professional career counselors, social
workers, family therapists, and human resource development or workplace learning and per-
formance practitioners. Organizations wanting to adopt competency-based human resource
management practices will rely upon the competency statements as a benchmark for persons
in the organization who hold the job(s) addressed by the expert model.

The major advantages of this method include the following: 

1. The competency statements are highly representative of the profession or trade
area as it is practiced across a wide variety of applications. 

2. The competencies usually represent the state of the art as well as the state of the
profession or trade area. 

3. These competencies have a wide base of acceptance among members of the
profession or trade area. 

4. These competencies are frequently used as a foundation for governmental licens-
ing or certification initiatives. 

5. The results are widely recognized by government persons at all levels of practice. 
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6. Judicial systems readily recognize the value and quality of these competency
studies. 

7. A competency set can be quickly developed using such lists.

The major disadvantages of using this method include the following: 

1. The competencies may not represent those that are required for a specific orga-
nization job; consequently, they often must be rewritten, added to, or discarded
altogether. 

2. What persons believe to be important job competencies may not be important
or appropriate at all, once their value is validated through their use or a lack of
use on the job. 

3. The competency list may not be comprehensive enough to include both the tech-
nical and personal functioning competency statements. 

4. The competencies might not be stated in the cultural language of the organization.

Another way to perform competency identification is to use a generic or existing com-
petency list. Lists from conference proceeding books, literature or Internet searches, or generic
competency lists or competencies used by other organizations can be tailored to achieve a
better “fit” with the intended application in their organization. They may use job experts or
exemplary performers to assist in the process. These same practitioners might or might not
obtain permission from the list owner to use the competency list. (Also see Dubois, 1993,
pp. 86–95.)

There are several advantages to this method. 

1. Rapid results are possible. 

2. If specific permission has been received to use the competency list, then “coat-
tails credibility” can be claimed when the list is taken from practices adopted
and maintained by a prestigious organization similar to that of the list user. 

3. Tailoring the list to meet your needs might not require much effort.

The disadvantages of this method include all of the following: 

1. Competencies included on the list cannot be legally or ethically used for the pur-
pose intended without the list owner’s explicit permission to do so. 

2. Reviews can be misleading; some competency statements do not accurately reflect
the job requirements in the organization context. 

3. The language of the competency statements, although grammatically correct,
might very well not reflect the language of the organization. 

4. The competency list might be proprietary but inappropriately made available to
others. Competencies are what employees use to help their organizations be suc-
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cessful; many for-profit organizations do not want to make their competency lists
known to their competitors—another reason why you must obtain permission to
use another organization’s competency items. 

The fifth method for competency identification is to use a competency dictionary, which
is a compilation of generic competency statements or definitions. Roughly speaking, these
dictionaries are compiled by vendors who collect competency statements and models from
dozens of organizations (usually worldwide), subject them to content analysis, and then store
them in an electronic database along with source information and the attributes of the orga-
nizations that supplied them for ready retrieval when the vendor’s customer or client requests
them. The client or customer must give the vendor detailed information about the applica-
tion environment for the vendor to make the most appropriate match between the database
contents and the user organization.

There are many advantages to this method. 

1. The bulk of the work is done by the vendor with the support from a client repre-
sentative. 

2. Competency lists can be produced rapidly. 

3. The lists will have implied generalizability (which leads to implied credibility),
since they were allegedly derived from practices used by successful organiza-
tions that are characteristically similar to the client organization. 

3. Organizations that use competency dictionaries can claim that they are bench-
marking against the best in the practice, though such a claim might or might not
be appropriate because benchmarking methods might or might not have been
used by the vendor.

The disadvantages of this method include all of the following: (1) The competency lists
that result from using this approach might be incomplete, might include competencies not
required of workers who perform a similar job in the client organization, or not include sub-
tle, yet key competencies that are essential for successful job performance; (2) This is a very
costly approach (given the usual quality of the outputs of a competency dictionary search),
not only because the vendor must be paid for the initial competency list, but also since there
are hidden costs that must be paid (either to the vendor or for the use of organization
resources) so that competencies are appropriate for the job; (3) As several of our clients who
have attempted to use these services report, the language of the competency statements tends
to be very general: “The competency statements given to us by Vendor X from their com-
petency dictionary all taste like vanilla pudding. We cannot use these statements as we received
them because we are unable to translate them into the realities of the job in our organiza-
tion. What can you do to help us recoup our investment?” Our experience has convinced us
that when key people from the organization actively participate in the competency identifi-
cation process for jobs in their area of management responsibility, the competency state-
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ments are more precise and when it comes time to implement, they will be supportive. The
elements of a competency dictionary search are, however, a useful “jump start” for the com-
petency identification process.

Behavior Event Interviews (BEI) are another method of competency identification. Created
by David McClelland and his associates at McBer, this method makes use of a rigorously
constructed and administered interview process with exemplary and fully successful per-
formers of the job in the organization context. Persons who are interviewed are asked to
describe critical job incidents and the attributes of those incidents by identifying and explain-
ing their thoughts, feelings, and actions during the progress of the incident. While job task
analyses help the analyst understand key job attributes and the units of work that workers
perform, behavioral event interviews reveal dimensions of worker characteristics, and in
what combination, that are used to perform in either an exemplary or a fully successful man-
ner. (See Spencer and Spencer, 1993, pp. 97-99).

The advantages of using the method include all of the following: (1) BEI outcomes have
high face validity for the specific job researched within a specific organizational setting; (2)
BEI research methods reveal subtle or heretofore unknown competencies for a job; (3) BEI
findings frequently dispel false hypotheses or beliefs about the competencies that job experts
or others hypothesize or declare ahead of time are important for the job; (4) BEI competen-
cies have high predictive validity regarding successful job performance; (5) BEI-derived com-
petencies are unbiased relative to gender, cultural, or racial backgrounds; (6) The competencies
that are identified using BEI methods are highly useful for creating subsystems of a compe-
tency-based human resource management system, due to their high predictive validity for
successful performance.

There are disadvantages to using this method. (1) BEI requires an extensive, elongated
time period from project inception to completion, with most projects requiring a minimum
of six months to complete; (2) Highly trained, skilled, and experienced BEI interviewers must
be available not only for interviews, but also when the information is analyzed; (3) A sta-
tistical analyst is usually needed, who may not be readily available; (4) BEI competency iden-
tification studies are costly and time-consuming, compared with other practices; (5) In order
to use a BEI approach, the job must exist and be well-established in the organization. BEI
research methods cannot be appropriately applied to identify emergent competencies that
will be needed for job performance in the future.

The seventh method for competency identification is to use focus groups. Practitioners have
used a variety of focus group methods to identify job competencies. The quality of the results
are as variable as the methods that have been tried. To minimize these quality problems, we
provide some specific guidelines for using a focus group approach a bit later in this section.

There is one popular focus group approach called the DACUM method (Norton, 1997),
which was described earlier. DACUM is an organized and structured approach to the iden-
tification of job information. The process is outlined in detail in a handbook (see Norton,
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1997) so that it can consistently be applied many times over according to a well-defined plan
that results in consistently formatted outcomes.

No one single focus group methodology stands out as better or less effective than another;
it is the way you use focus groups that determines the quality of the outcomes. The super-
visor or manager—or both—should be the primary participants in the first focus group ses-
sion. Using the job information outlined in Step A above, they should identify the
competencies and write a definition for each competency during the first session. Shortly
thereafter, they should convene again to review their first draft of the competencies and their
definitions to make certain that it precisely communicates the characteristic under defini-
tion. (Each competency should define one and only one characteristic.) Once a second draft
of the competencies has been prepared, the contents should be reviewed and assessed by
one or more exemplary performers to ensure their accuracy, applicability, and precision of
definition. A separate review can also be obtained from a group of “fully successful” job
performers. This draft should then be reviewed by the supervisors and managers for agree-
ment. A third draft of the competencies should then be completed and presented to the
steering committee and the project sponsor, who should then be able to endorse the final
competency list.

The advantages of using a general and structured focus group approach include: 

1. The process can be organized and administered, and the results can be made
available in a short time period. 

2. The process encourages long-term support of the results by job managers, super-
visors, and job incumbents because they have been involved and have made
contributions. 

3. The process provides communication and team-building opportunities among the
focus group participants. 

4. Focus groups uncover job-performance roadblocks. 

5. Focus groups are not expensive as long as professional facilitation assistance is
available within the organization.

There are disadvantages to using a general focus group approach. (1) Experienced prac-
titioners in the use of this method repeatedly report that up to 40% of the key individual
functioning competencies required for successful job performance can be missed altogether
when a traditionally unstructured focus group approach is used. When a highly structured
approach is used, you can be far more accurate, depending upon the motivation of the pro-
ject manager. (2) Although the time commitment need not always be substantial, participants
must give their undivided attention to the focus group tasks. It might be wise to conduct the
focus group activity at an off-site location well away from daily fire-fighting. (3) Group
dynamics can be difficult to manage and gaining consensus can be time-consuming and frus-
trating. (4) Adequate resources, such as a professional facilitator, must be allocated to the
process in order for it to be successful. (5) When group participants represent wide varia-
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tions in the way a single organization job is performed, it can be difficult to reconcile the
differences in perceptions of what the competencies are for successful job performance across
all variations of the performance of the job.

The eighth method for competency identification is to use a competency card-sort activ-
ity. This method has an observer or participant sort a set of competencies into categories, or
characterize a set of competency statements according to a set of instructions. For conve-
nience, the competency statements are printed on a set of index cards for easy handling and
hand-sorting. The competencies often consist of a universal set (i.e., the individual contrib-
utor, personal functioning competencies) or a specialized set of competencies (i.e., leadership
competencies) for a job or group of jobs where one of the sorting objectives might be to have
observers select the “ten most critically important (or used) competencies for successful per-
formance.” There are as many applications for using competency card-sort activities as there
are ideas by the users. This makes the process very attractive if a highly comprehensive com-
petency set can be constructed and used to construct the card deck.

A competency card-sort activity is conducted by having individual participants or groups
sort a collection of competencies using a predetermined set of sorting criteria. The partici-
pants can be instructed to sort individually, in groups, or some combination thereof, depend-
ing upon activity objectives. If ten persons have their instructions and are sorting the cards
without collaborating or talking with each other, then be ready with a plan for using the
results of the ten independent sorts. This is the equivalent of conducting a limited-choice sur-
vey with ten survey respondents; it requires an analysis plan so you understand the messages
found in the ten sort activities. Appendix XII includes detailed information on competency
card-sort activities; do-it-yourself cards can be found in Appendices XIII and XIV.

The advantages of using competency card-sort activities include: 

1. The method is highly useful for reducing a universal set of competencies to a list
that includes the few competencies that best describe the competency require-
ments for a job. 

2. The method can be easily modified to allow participants to supplement the list
with items that might not have been included in the card deck. 

3. The process produces rapid results. 

4. It is highly flexible in terms of how it can be designed and administered. 

5. It can be administered to persons at a distance from the project office using video-
teleconferencing techniques. 

6. Card-sort activities require participants to invest only a minimum amount of time
away from the job. 

7. Card-sort activities can be used for team-building, in addition to accomplishing
competency identification objectives. 
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8. The competency items in the card deck can easily be revised or supplemented.

9. Stakeholders and participants alike share ownership and understanding of the
project objectives and outcomes. 

10. Group sorting activities help identify differences among the competency state-
ments and elements of the organization’s culture—information that is often diffi-
cult to discern using other methods.

The disadvantages of using competency card-sort activities for competency identifica-
tion include: 

1. The preparation for a card-sort activity is time-consuming for the project staff. 

2. Planning the precise sorting steps and instructions can be challenging, especially
when the performance of the job under investigation has extensive variations (for
example, differences in the way the same job is performed in different geographic
regions). 

3. Sorting activities must be conducted with an established, disciplined set of instruc-
tions, which must be consistently adhered to through conclusion. 

4. You must make sure you have a relatively comprehensive universe of competen-
cies for the card deck(s). 

5. The language of the competency statements should be at (or below) the lowest
reading comprehension level of any member of the participant group, if your
goal is maximum comprehension and response. 

The ninth way to conduct competency identification is to use survey methods. Surveys
collect information on the survey issue from persons whose opinions are valued by the sur-
vey sponsor. Sometimes surveys are conducted to gather specialized knowledge or informa-
tion from a select group of respondents that is likely to possess desired information or
experiences. They are used to gather statistics on organization programs, reactions or
responses to seminars, operations information, performance data, and the like. The method
of data collection depends on such factors as: where the respondents are located and what
their access is to transmission technologies; the technologies available for disseminating and
collecting the information; the volume of data that must be collected; and the advantages
that can be realized by providing for real-time interaction among the survey respondents.
Consequently, you must know precisely what information or data will be needed to satisfy
project objectives, who can give you that information, and how you will collect those data.
You have probably already surmised that competency card-sort activities are a specialized
survey procedure. 

The survey method has at least the five advantages, described below.

First, carefully-planned surveys can be less costly than other competency identification
methods. Remember that this Toolkit was designed to save you money—to give less-afflu-
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ent organizations the opportunity to reap many of the advantages of using competencies to
drive performance without incurring the high costs that come with other competency iden-
tification methods and resources.

Second, surveys help the project manager get a quick-start on data collection. With the
ever-increasing availability of survey and related software packages, survey design and admin-
istration are easier and less time-consuming.

Third, compared with other competency identification methods, the use of survey tech-
niques is a relatively efficient approach to data collection. Today’s scanner technology, Internet
and Intranet services, data analysis and management software, web-based data collection,
and other electronic data-collection methods make the use of survey approaches very attrac-
tive to today’s rapidly changing organizations. Once a competency data collection and analy-
sis system is installed in an organization, it can readily be used as-is or updated so that new
or different data collection and competency analysis projects can be rapidly deployed.

Fourth, it becomes relatively easy to effectively model large numbers of jobs using rich
data bases (which you, of course, can build over time) that easily lend themselves to detailed
statistical comparisons and analyses needed in the long-term to support reliability and valid-
ity studies. In order to realize these advantages, however, user organizations must have or
acquire technical and human resources capable of managing and analyzing data using basic
spreadsheet software programs and a personal computer.

Fifth, when employees have meaningful input to competency identification processes
(which is easily provided using survey methods) they have buy-in and they are more inclined
to accept the project outcomes when it comes time to implement the results. 

On the other hand, you will have problems using survey approaches if you don’t care-
fully plan and execute them. Here is why:

The master list or menu of competencies (for example, those appearing in Appendix X
and XI) might be incomplete, missing one or more key competencies for a particular tar-
geted job. Although we cannot guarantee that our competency lists are more comprehensive
than some vendor’s dictionary list that you might know about, they are based upon two well-
respected national studies—one on three levels of management work and the other on indi-
vidual contributor work into the year 2000—as well as competencies that we have derived
from our many years of collective experience doing competency identification and model-
ing. Suggestions for addressing this concern are provided later.

The second concern we have is that emergent competencies cannot be identified as part
of the survey processes when a set of pre-established competencies or a fixed list is used as
the survey contents. The issue here is that future competencies that employees will be required
to have and use will not be identified. To overcome this concern, we suggest that once the
competencies for that job as it is now performed are identified, the project manager and
sponsor consider extending the competency list to include an appended set of emergent com-
petencies that addresses the job as it will be performed at some future time. This might require
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the identification of one or more of the following: future strategic or business directions for
the organization; different job outputs or results; new or modified statements of job tasks
or roles; or the integration of new technologies into the performance of the job. Consequently,
participants will need a relatively clear picture of the future and how job performance will
be impacted if the competency lists are to be accurate and meaningful estimates of future
requirements. 

A third concern is this: When data are collected through a survey, respondents will some-
times rate the importance of a competency for successful performance based upon their beliefs
or preferences about its importance, rather than upon known realities. Behavioral event inter-
views or in-depth job observations might not confirm the importance of the competency as
it was rated by the survey respondents. Inappropriately rated competencies cannot withstand
the tests for face or predictive validity, and should not be included in the final competency
list for the job.

Fourth, asking survey participants to provide ratings for a large number of survey items
(for example, 100 items) when many of the items are not relevant to their successful job per-
formance might introduce error into the ratings. The solution to this dilemma is to system-
atically reduce the number of competencies included in the survey to those that most directly
impact job performance. A technique for doing this is discussed later in this Section of the
Toolkit. 

This concludes the review of the major competency identification methods being used today
by organizations. You might want to pause in your reading at this point and take some time
to review the contents of Jones and Bearley’s (1995) guidebook on employee surveys. It will be
a useful advance organizer for understanding and using the information that follows.

Designing and Administering a Competency Identification Strategy. Next, we
provide information that will help you formulate your own strategies for using competency
card-sort activities and surveys. You will find useful information in the Master Bibliography
references, including the following: Surveys from Start to Finish; How to Collect Data; Group
Process Tools; Statistics for HRD Practice; Tracking Operational Results; Davidson (1979);
Isaac and Michel, 1978; Jones and Bearley, 1986; Jones, et al, 1992; Krejcie and Morgan,
1970; Spector, 1981; Dillman, 1978; and, Warnick and Lininger (1975). These materials are
not written in highly technical terms. Each reference also contains numerous other references
that you might find useful.

Appendices X and XI contain candidate competencies and behavioral indicators that you
can readily use as the content for one or more competency identification card-sorts and/or
surveys in your organization. This raises an important issue: Is the competency list included
in your survey complete? It is seldom possible, if ever, to answer this question in the affir-
mative with absolute confidence. If you plan to use one or both of the competency lists in
Appendices X and XI as the content of a competency card-sort activity and/or survey, then
you should ask participants to inform you of any other items that should be included on the

2–47

Part II: Creating Competency Models Step-by-Step



list. Information provided by respondents can then be reviewed by the job experts or others
to determine applications and impacts. You are free to supplement the lists provided in
Appendices X and XI with items that you or others believe should be there but are not.

Our general recommendations for adopting the use of competency card-sorts and sur-
veys to identify the key competencies for a job are roughly the following:

1. Design and administer a competency card-sort activity to job experts (for exam-
ple, supervisors) to identify what they know to be the most likely competencies
needed to perform the job in a fully successful and also an exemplary manner.
(See Appendix XII for detailed information on how to design and administer com-
petency card-sort activities.) Provide an opportunity for the respondents to include
missing competencies or to modify those in the prepared list so that they more
adequately reflect the performance of the job in the organization context. 

2. Use the competency list from step 1 to accomplish one or more of the following: 

to design a survey to be administered to a different contingent of job-
knowledgeable persons; 

to design a second competency card-sort activity (or activities) to be administered
to a different contingent of job-knowledgeable persons; or to administer both
a competency card-sort activity and a survey to job-knowledgeable persons.

Now you will need the information on the job incumbents that you prepared earlier: the
number of job incumbents, supervisors, managers, or executives; how they are organiza-
tionally distributed and where they are geographically located; the objectives of the project;
and the communications technologies available to the project. This information will impact
the design of the strategy you take for competency identification. A sample competency iden-
tification strategy can be found in Appendix XV. Additional assistance on strategy develop-
ment using two sample scenarios is provided below.

First, we present an example of the use of only competency card-sort activities to iden-
tify key job competencies. For our purposes here, assume that this job is performed in only
a single location by ten employees with a supervisor. The supervisor reports to a division
manager who is responsible for the overall success of the subject work unit. Job performance
requirements and standards are well-defined and understood by all persons in the work unit
(and have been for some time). It will be easy to identify exemplary or best-in-class and fully
successful performers. Of the ten workers, two workers are to be considered exemplary and
seven as fully successful; the remaining employee is to be considered a recently hired “appren-
tice” in the work unit. The work unit supervisor is a job expert with many years of highly
successful work experience in this area of the organization. The manager for the work area,
who is also the project sponsor, is also highly respected for her competence in the work per-
formed by the work group.

The project staff member gained an in-depth understanding of the job by reading the job
description, the list of job outputs or results, the job activities, and the list of tasks for achiev-
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ing the outputs or results. The staff member confirmed his understanding of the job dimen-
sions by conducting two in-depth job performance observations with two different success-
ful job incumbents. Next, the staff member became familiar with the contents of the two
competency lists found in Appendices X and XI. He then selected from the list the most likely
competencies that he believed were required for successful job performance. To make sure
he had the most comprehensive list possible, he asked a job supervisor to assist him with this
task and tried to have too many rather than too few competencies on the survey list.

Once the competency list was constructed, each competency title and its definition—but
not the behavioral indicators for the competency—was placed on an index card. [Note: As
you become more experienced with competency identification activities, you might want to
do card-sort activities using behavioral indicators as the content of the sorting activity.] Next,
a group of participants for the competency identification project was identified and a set of
competency card-sort instructions developed. The exemplary job performers were used as
card-sort participants.

Participants were asked to select those competencies that they use the most. They were
asked to list any competencies not included in the deck (that should have been) on a sepa-
rate card, one competency per card. The participants were then directed to complete the ini-
tial sort activity alone.

Once the participants (in this case two persons) completed their individual sorts, the out-
comes were compared by categorizing the results as follows:

1. Card Stack #1: Competencies that were selected by both participants as the
“key” or most frequently used competencies for successful performance

2. Card Stack #2: Competencies that were selected as “key” by only one of the
participants

3. Card Stack #3: Competencies that were not selected as “key” by either participant

4. Card Stack #4: Supplementary competencies not otherwise included in the com-
petency card deck and that were suggested by either of the participants

Decisions were made regarding what to do about the competencies that were included
in Card Stacks #2 and #4 one at a time. Did the competencies that were included in either
list warrant being included in Card Stack #1, and if so, why? The project staff member decided
to set up a work session with participants and the supervisor. The three parties talked things
over and resolved the issue of the competency placements.

Once everyone agreed on a draft list of competencies, it was submitted to the “fully suc-
cessful” performers for review and comment, along with an explanation of their roles and
the project objectives. They, too, were asked to edit or modify the competencies in the list
in whatever way they believed would make the items more representative of their job per-
formance requirements. The project supervisor integrated these comments and the final list
was sent to the Project Steering Committee, where the results were found acceptable. The
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Project Sponsor, when briefed on the findings, endorsed the competency list. The Project
Manager then proceeded to Steps 11 and 12 of the larger process: Identify the behavioral
indicators for the competencies, and create the competency model.

Our second example illustrates how you can identify competencies for a larger, geo-
graphically dispersed population of job holders using the Toolkit resources, competency card-
sort activities, and a survey. This fictitious organization has the attributes described below.

This organization has twenty locations nationwide, including headquarters located in
Westernpost Junction, West Virginia, USA. The job for which competencies are to be iden-
tified is practiced in all locations, with some minor variations across locations. The project
sponsor is the vice president for the work area, working at the home base in offices down
the hall from the project manager’s office. The job is staffed by an average of 12 persons at
each geographic location, including headquarters. There are 240 job incumbents nationwide.
These employees report to a supervisor at each location. Job performance requirements and
standards exist, are well-understood, and are followed at all locations; accordingly, the super-
visors will be able to identify the “exemplary” or best-in-class and fully successful perform-
ers who report to them. Twenty exemplary job holders nationwide were identified by
supervisors and confirmed by the project sponsor. All of the supervisors are job experts. The
organization has the technology needed to support survey data-collection activities on its
Intranet. The project manager, with assistance from a project staff member, designed the
competency identification strategy described below.

First it was necessary for the project staff to became familiar with the job as it is prac-
ticed nationwide. To accomplish this objective, they gained an in-depth understanding of the
job by going through the job description, the list of job outputs or results, the job activities,
and the task list for achieving the outputs or results. They confirmed their understanding of
the job dimensions by conducting five in-depth job-performance observations; one obser-
vation, each with an examplary performer, was conducted within each of the five regional
locations nationwide.

The staff member and the supervisor for the headquarters work group collaborated on
a competency card-sort activity that included all of the competencies found in Appendices
X and XI. The participants selected 57 competency statements they considered to be the most
likely ones used by job incumbents nationwide for successful job performance.

They designed and developed a survey instrument that included as its primary content
the 57 competencies identified during the competency card-sort activity. Participants were
instructed to read each competency statement and then rate it as to its usefulness for suc-
cessful job performance. Respondents were able to comment on any competencies or sug-
gest new ones not on the survey list.

The following five-point system was used to rate each competency statement:

5 = Highly Useful

4 = Very Useful
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3 = Useful

2 = Somewhat Useful

1 = Not At All Useful

The 32 survey respondents included 20 exemplary job performers throughout the United
States and their supervisors. The survey instrument and response system were put on the
organization’s Intranet, with access provided to only the 32 respondents.

The survey generated extremely high interest among the participants, evidenced by the
fact that all 32 participants responded to the survey—a 100% response rate. The unusually
high response rate was attributed to the communication network maintained by the project
office with supervisors (and all employees) who hold the job nationwide. Information on the
project and its benefits to the job incumbents were continuously maintained and questions
about the work were honestly and promptly answered by the project staff.

The survey responses were used to construct a competency identification data base. The
responses were each coded to indicate their origin: job incumbent or supervisor. The pur-
pose of the encoding was to compare the responses of the supervisors with those of the exem-
plary performers, should those analyses be needed later in the project. Data base management
software was used to analyze the data. A mean or average “usefulness” rating was computed
for each competency, using the combined responses of the exemplary job incumbents and
their supervisors. The project sponsor believed that the competency list would be most use-
ful to supervisors and managers if it contained 25 or fewer competencies. Consequently, a
mean or average cut-off score of 3.0 (the minimum rating for “Useful”) was set, with the
concurrent requirement that at least 90% of the respondents must have rated the compe-
tency as “Highly Useful,” “Very Useful,” or “Useful” for successful job performance and
for a competency to be included in the final competency list. Twenty-four of the 57 compe-
tencies met both requirements for inclusion on the final competency list. Additional com-
petencies were not recommended by the respondents, nor were revisions to any of the
competencies suggested by the participants.

A draft competency list was prepared and circulated on the organization’s Intranet to all
of the job incumbents for their review and comments. The package also included a tentative
project implementation time schedule and an explanation of the next steps for the project.
The list was shared with the project steering committee. Based upon the collective responses
received, two of the competency statements were fine-tuned for clarity in the organization’s
contextual language. The competency list was then shared with the project sponsor, who
immediately endorsed its use in the organization. Once the project sponsor’s endorsement
was received, the project manager started Step 10 of the larger process: Identify the behav-
ioral indicators for the competencies.

These examples illustrate two strategies for competency identification during compe-
tency card-sort activities and/or survey practices. 
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At this point, we need to provide you with some important survey research suggestions.
The paper-and-pencil survey is perhaps the most commonly used survey data-collection
method, but new technologies open up other possibilities for transmitting survey documents
and receiving responses. These are discussed a bit later in this section. However, let’s start
by looking in more depth at paper-and-pencil surveys. The purpose, the instructions, the rat-
ing scale, and competency statements are printed on plain paper. Respondents are asked to
either put their ratings on the data collection form or, more likely, to write them on a sepa-
rate response sheet that is included. A cover letter should explain the objectives of the sur-
vey and what the participant will gain from their participation, and provide instructions
regarding how to complete and return the survey to the project office. Competency identi-
fication surveys require a considerable commitment by the respondent in terms of their time
and intellectual effort, so the letter must also include the benefits of their participation, as well
as the name and contact information of someone who can answer questions about the survey.

Respondents to competency surveys are asked to rate the importance or usefulness of
each of several competencies; these ratings can come from a wide variety of rating scales,
ranging from three rating choices to ten choices. Most frequently, competency rating scales
include either three or five “importance” rating choices for each competency. It is not prac-
tical to ask respondents to narrow their answers down any further. Some of the authors listed
in the Master Bibliography and those mentioned earlier address these issues.

Getting survey respondents to complete and return their surveys can be a problem since
people tend to put tasks like this one aside until a more advantageous time can be found to
complete the form. This is especially true for survey packages that participants receive in the
mail. This lack of response (called “nonresponse”) causes “representativeness” problems,
because potentially key elements within the survey population will not be represented in the
response pool. How can this problem be addressed? If the survey respondents are located in
one area or clustered in one or more satellite locations, they can be assembled in a room at
each satellite location. The materials can then be distributed and explained, and the respon-
dents can be given adequate time to write their responses on the spot. This practically elim-
inates the problem of survey nonresponse. It also saves time and makes it easier to work
within analysis and survey reporting schedules. If participants are not centrally located, you
will need to send or fax follow-up letters and e-mail messages, and make telephone calls.
Giving people an incentive to respond, such as a small gift, is another way to improve sur-
vey response rates.

Designing and developing a master data base of survey data for all responses might or
might not be a simple process, depending on the way you decide to collect survey data. Weigh
the advantages and disadvantages of using paper-and-pencil survey techniques from the stand-
point of summarizing and analyzing the survey responses. Although it is relatively simple to
assemble a paper-and-pencil questionnaire or other survey instrument, it becomes somewhat
problematic when you have to create a data base from the responses. The issue is this: How
will you organize respondents’ written responses (maybe 100+ of them per respondent) to
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build an electronic data base that can be analyzed using standard software programs? Let’s
explain.

You can use scanner technology and have respondents mark their ratings on an optical
mark-sense scannable form. The technology and analysis software are readily available and
not prohibitively expensive (as they once were), even for smaller organizations. If a tradi-
tional paper-and-pencil response sheet is used, then it will be necessary to build an electronic
software data base shell (using data base management software), and then have a clerk or
other person key the survey responses into individual respondent data records, which col-
lectively will be the survey data base. You will have to know the number of keystrokes
required to build the data base. [Number of Keystokes = (number of competencies to be rated
plus number of separate identification items) times (number of respondents)]. For hand-pro-
cessing, it’s best to keep the number of keystrokes relatively small (for example, 2000-3000). 

There are other approaches. Some survey researchers put the questionnaire on a diskette.
The respondent installs the diskette on their workstation, responds to each of the items, and
saves these responses on the diskette, which is then returned to the research manager for
downloading into a master data base. Once all responses have been downloaded to the data
base, they can be analyzed.

Another option is to have the participants respond to the items on the organization’s
Intranet; this option should be discussed with your organization’s management information
system manager or specialist. Another option is to use a web-based data collection approach.
Obviously, you will need someone with the time and technical competencies required to
design, implement, and manage the application (and possibly complete the data analyses
required for the project), no matter which method you select. Yet another option is to pur-
chase survey software capable of collecting the survey data using the office Intranet or the
Internet. The resources available to you in your organization will likely be a factor in your
decision regarding survey options. Make sure you are authorized to procure services at the
outset of the project, and include the funds in the project budget.

The process of rating competency data can include developing descriptive statistical sum-
maries (for example, means, medians, modes, standard deviations, standard errors, and so forth)
for individual competencies or one or more clusters of competencies. Other projects might require
more, such as inferential and predictive statistical analyses of the data. Snedecor and Cochran
(1979) provide some good suggestions and procedures on how to accomplish these analyses. 

Use the experience of others as a guide. Many practitioners have learned that the most
practical and useful competency models for competency assessment purposes leading to the
identification of employee training and development agendas generally contain 25 or fewer
critical personal functioning job competencies, and that has been our experience, as well.
We recommend that you find statistically sound approaches early on that will help you dif-
ferentiate the importance ratings for the competencies so that you capture the most critically
important ones used by employees for successful job performance. 
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If you don’t have the technical resources for
sophisticated statistical analyses, we suggest
that you establish criteria for cut-offs (based on
the mean rating and frequency of rating
responses for each competency) in order to
determine which competencies you will include
in the final competency list for the job. An
example of a cut-off criterion of the type just
described was included in the second compe-
tency identification approach discussed earlier.

To establish a cut-off criterion, you will
need to know three things: the rating scale used
by the participants to rate each competency;
the mean or average rating computed for each
competency using the competency rating data
from the participants; and the percentage of
participants who rated the competency at or
above a chosen rating level. Here is another

example. This time, the following rating scale was used by the respondents to rate the impor-
tance of each competency: 5 = Highly Important (Essential); 4 = Very Important; 3 =
Important; 2 = Somewhat Important; 1 = Not At All Important. For our purposes here, let
us assume that 20 exemplary performers rated each of 75 competencies using the rating scale
above. The Steering Committee and Project Manager make the decision that in order for a
competency to be “key,” it must have a minimum mean (or average) rating of 3.0 (i.e., a
bulk of the raters must have rated it as “Highly Important,” “Very Important,” or
“Important.” But to ensure that a wide majority of the participants rated the competency at
the 3, 4, or 5 level, you need to add an additional requirement, namely that at least 90% of
the respondents rated the competency as a 3, 4, or 5. This approach allows the Project Sponsor
to balance training or development needs with budgetary priorities, etc. 

Throughout the life of your competency identification project, you will be expected to
share information and findings with those persons who have and will continue to invest in
the project. The first report you might want to draft about your analyses will be a “work-
ing” document that you and others will use to isolate the key competencies and how they
will be organized for later use, such as a competency model. Reporting competency analy-
sis results can be a serious challenge to those who are more accustomed to communicating
technical data to technically sophisticated audiences. To overcome this roadblock, we sug-
gest that you accurately assess the audience who must understand and use the results you
produce. If potential users have difficulty understanding the technical jargon found in your
report, they will file this document on a bookshelf (the top shelf), never to be touched again.
Obviously, you must keep the language and format of your competency analysis report at
a moderate reading level. 
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rithm described below and illustrated
in the aforementioned example is a
satisfactory procedure when the com-
petency list will be used to complete
competency assessments for the identi-
fication and understanding of employee
training and development needs. If you
need to determine which competencies
are the predictors of successful job per-
formance and then plan to use these
competencies for recruiting or selecting
employees or evaluating performance,
then you should consult a competent sta-
tistical resource to help you make those
decisions.



Identify the key competencies, and create ways to report them to decision-makers in sim-
ple, non-technical, easy-to-read, understandable terms. Use as many graphical presentations
of the ratings and the relationships among the competencies as possible. Your objective is to
immediately gain the users’ interest and continued support of your project and its objectives.
There is no need here to impress anyone with high-minded or abstract presentations. Just
report the facts and your insights in clear, unobtrusive terms.

You will probably find it necessary to work through several drafts of the competency report
before there is universal understanding and agreement on the elements on the competency list.
This is not unusual. Our advice is that you not “rush” or short-circuit the process. This will
ultimately result in a loss of support for the product(s) and its ultimate intended use(s).

Now that you have endorsed a set of job competencies, it is necessary to make them
“real” in the context of how the job is performed in the organization by using a “behavioral
indicator.” Behavioral indicators also provide evidence that the competency has been acquired
and is being used in appropriate ways to achieve the job outputs or objectives.

You are ready to proceed to Step 11, the identification of behavioral indicators for each
competency.

Step 11: Identify Behavioral Indicators

A behavioral indicator is a statement of a behavior, action, or psychomotor response that
an observer can expect to observe in an employee once the employee has acquired and is
appropriately using the competency in the context of performing the job within the organi-
zation to achieve the expected outputs or results. A major objective of having behavioral
indicators is that they make the competency “real” or “come alive” in the context of how
the job is performed in the organization. Behavioral indicators help all persons correctly
understand and learn how to practice the use of the competency for successful performance.
Consequently, well-conceived and presented behavioral indicators are a critically essential
element of a competency framework. 

The competency statements found in Appendices X and XI include generic behavioral
indicators for the competencies. If these indicators accurately represent worker performance
in the jobs that you are researching, then they can be used as presented in Appendices X and
XI. Otherwise, you or a member of your project team will need to revise or replace them to
ensure that the indicators accurately reflect the job performance context. If revisions of exist-
ing indicators cannot easily be accomplished, then you will need to gather this information
and then write the behavioral indicators.

The question then becomes: How does a project staff member obtain information that
can be used to write valid behavioral indicators for each competency statement? Here are
the primary ways of obtaining the information needed to write behavioral indicators:

1. Observe job experts performing the use of the competency and record the
observed behaviors when the person is appropriately using the competency. 
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2. Analyze interview data from notes taken during behavioral event interviews.

3. Interview job experts, singularly or in small groups. 

4. Interview key customers, clients, constituents, or others who work closely with a
job expert. 

5. Interview supervisors of persons who perform the job. 

6. Interview managers of persons who perform the job. 

7. Analyze notes or findings from DACUM or Extended DACUM sessions that were
completed to gather information for the job. 

8. Use directly or modify one or more of the sample behavioral indicators found
with each competency included in Appendices X and XI. 

9. Use a combination of the above information sources. 

Once the behavioral indicators are written for the key competencies, they can be added
to the appropriate competency statements. Each competency should include from one to five
behavioral indicators. More than five is okay, but our experience indicates that five or fewer
indicators per competency can be more realistically managed for performance improvement
purposes. Consequently, they should be the “key” indicators for each competency.

The updated competencies that include the behavioral indicators should be presented to
the Project Steering Committee and the Project Sponsor for review and endorsement. Once
the Project Sponsor has endorsed the job competencies and the accompanying behavioral
indicators, work can proceed to immediately construct the job competency model.

Step 12: Construct the Competency Model

At this stage of your project, you have all of the required elements for constructing a com-
petency model for the job. It is now just a matter of assembling the job information into a
format that communicates the information in understandable and usable ways.

Organizations have adopted a wide variety of approaches and formats for presenting the
outcomes of their competency research for organization use. (See Dubois, 1998 for some
representative examples.) In general, you should at least include the following information
items in a job competency model:

❚ Job title
❚ Work group title
❚ Date of adoption by the Project Sponsor
❚ List of the terminal work outputs or results
❚ Job competencies, each of which begins with a title for the competency, followed

by the competency statement and up to five behavioral indicators
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A suggested sample competency model outline (or template) appears in Appendix XVI.
A segment of a typical job competency model is included in the box below.

It is advantageous to use the same competency model outline or template to construct
models for all jobs or work areas in an organization. In this way, users throughout the
organization rapidly become accustomed to identifying and locating information found in
the model.

You will want to distribute copies of the competency model to members of the Steering
Committee and the Project Sponsor. Set up a joint meeting to formally and officially trans-
mit the product to key players. Since they have already reviewed the materials needed to con-
struct the competency model, you might want to suggest that participants review it and
contact you directly if they have any concerns or questions.  

In summary, we have provided you with what we have learned and practiced through-
out our decades of combined experience regarding the use of survey approaches for the iden-
tification of competencies and the construction of competency models. We hope your
experiences will be productive as a result of the information that we have shared.

Now that a job competency model exists for one or more key jobs in your organization,
you can begin to use them to obtain individual competency assessment data and profiles for
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BUYER REPRESENTATIVE COMPETENCY MODEL

Job Title: Buyer Representative, Purchasing Department, External 
Relations Staff

Adoption Date: September 22, 1999

Terminal Work Outputs Buyer Agreements; Seller Agreements

Competencies

Written Communication. Effectively communicates in writing.

1. Communicates facts and ideas in writing.

2. Reviews and critiques others’ writing in ways that encourage their continuing
support and the contribution of their ideas, especially those in written form, for
work unit and organizational success.

Information. Acquires, organizes, analyzes, interprets, maintains, or communi-
cates information needed to achieve work unit or organization objectives.

1. Acquires information pertinent to the achievement of one or more work-unit or
organization objectives.

2. Creates an information retrieval system that users find to be efficient.



persons who hold the job in support of development needs assessment and planning. Part
III of the Toolkit will show you how to do that.

VIII. Evaluating the Results of Part II

How do you determine that you have achieved the desired results from Part II? To answer
that question, consider whether you achieved desired results before, during, and after using
this part of the Toolkit. More specifically, focus your attention on the desired outcomes or
results you seek. Before the completion of this part, were you able to identify a program or
project manager for the competency project, and was he or she provided with the resources
and support necessary to be successful? Were you able to identify an organization sponsor
for a job or department-specific competency modeling effort, and was that sponsor suitably
committed to provide time, money, and other support? Were you able to identify target jobs
for competency identification and modeling? Were you able to link competency applications
to the organization’s strategic business objectives before the competency modeling project
began? Were you able to diagnose issues that affect performance in the organization? During
the competency modeling project, were you able to research job outputs/results and job tasks,
identify key job competencies for the targeted job, and identify behavioral indicators for the
targeted job? Following the competency modeling project, were you able to describe and val-
idate a competency model for the target job? 

Take a moment to rate the success of this part in your organization. Complete the fol-
lowing Worksheet. The Project Manager can complete the Worksheet on her or his own or
else hand the evaluation form out to stakeholders and others involved in the competency
project for their candid assessments. It can also be used with project staff members at key
decision steps or points in the project.

The Competency Toolkit

2–58



2–59

Part II: Creating Competency Models Step-by-Step

Exhibit: A Worksheet to Evaluate the Results of Part II

Directions: Use this Worksheet to evaluate the results of Part I. (This Worksheet is to be completed by
the Project Manager.) For each question appearing in the left column below, check the appropriate box
in the center column and use the right column for notes. 

Question Answer Notes

Yes No Not
Applicable

Before the Competency 
Modeling Project

1. Were you able to identify a Pro-
gram or Project Manager for the
competency project?

2. Was the Project Manager pro-
vided with the resources and sup-
port necessary to be successful in
the competency project?

3. Was the Project Manager able to
identify an organization sponsor
for a job or department-specific
competency modeling effort?

4. Was the sponsor suitably com-
mitted to the project, providing
time, money, and other support?

5. Was the Project Manager able to
identify target jobs for competency
identification and modeling?

6. Was the Project Manager able to
link competency applications to
the organization’s strategic busi-
ness objectives?

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑
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Exhibit: (continued)
Question Answer Notes

Yes No Not
Applicable

7. Was the Project Manager able to
diagnose issues affecting perfor-
mance in the organization that
could influence the success or fail-
ure of the project?

During the Competency 
Modeling Project

8. Was the Project Manager able to
research job outputs/results and
job tasks during the competency
project?

9. Was the Project Manager able to
identify key job competencies for
the targeted job?

10. Was the Project Manager able to
identify behavioral indicators for
the targeted job?

After the Competency 
Modeling Project

11. Was the Project Manager able to
describe a competency model for
the target job?

12. Was the Project Manager able to
validate a competency model for
the target job?

13. What other comments do you
have to make about the results of
this part?

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑

❑ ❑ ❑
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Twelve-Step Process Road Map

Step 1:
Identify a competency Program Manager

Step 2:
Identify the Organization Sponsor

Step 3:
Identify target jobs for competency identification and modeling

Step 4:
Link competency applications to strategic requirements 

Step 5:
Establish a Project Steering Committee

Step 6:
Create a Project Management Plan



The Competency Toolkit

2–64

Twelve-Step Process Road Map (continued)

Step 7:
Conduct information briefings

Step 8:
Review performance diagnosis information: A Go/No-Go decision time

Step 9:
Research job outputs and/or results and job tasks

Step 10:
Identify key job competencies 

Step 11:
Identify behavioral indicators

Step 12:
Construct the Competency Model



Appendix  I I

Vocabu la r y  and Concep t s

A job output or result is a product or service that an employee or group of employees (such
as a team) delivers to others (that is, customers, clients, colleagues, or co-workers). For an
executive secretary position, for instance, a typical job output might be a letter prepared for
signature.

A job task is a unit of work that an employee performs that contributes to the achieve-
ment of one or more of the job outputs or results expected of the employee. For the execu-
tive secretary, the final step in the preparation of the letter for signature, using wordprocessing
software, is a job task.

A job activity consists of a meaningful collection of job tasks or a subset of the job tasks
whose completion results in the production of one or more of the job outputs or results. For
the executive secretary, the retrieval of the draft letter from the writer’s file and the copy edit-
ing, formatting, and preparation of the letter for signature represents a job activity.

Job competence is an employee’s capacity to meet (or exceed) a job’s requirements by
producing the job outputs [or results] at an expected level of quality within the constraints
of the organization’s internal and external environments (Dubois, 1993). Note that this def-
inition is built upon an individual’s production of the expected job outputs or results within
expected levels of quality while successfully coping with and surmounting the challenges of
the internal and the external environments of the organization. For the executive secretary,
one job requirement might be the preparation of a letter from a file, in final form and ready
for signature by the originator or writer. The quality standard is that the letter must be error-
free and follow organization standards. The major obstacle in the internal environment is
getting the writer to sign the letter in a timely manner. The major obstacle in the external
environment is getting the letter dispatched to the receiver in a timely manner. Some of these
items are under the control of the executive secretary, and others are not. Being competent
means finding ways to meet the standards and surmount the potential obstacles.

A job competency is an underlying characteristic of an employee (that is, a motive, trait,
or skill, aspects of one’s self-image, a social role, or a body of knowledge) that results in
effective and/or superior performance (Boyatzis, 1982). Note that a person’s knowledge and
skills are the traditional “competencies” that individuals bring with them to their jobs, or
that they acquire while on the job. Most persons will give you a knowledge or skill as an
example of a competency, but this is only part of an individual’s compendium of job com-
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petencies. Motives or social role—when they directly contribute to the successful achieve-
ment of one or more job outputs or results—is a competency. Have you ever known an indi-
vidual with a strong desire to achieve some output or result? This person most probably has
what is referred to as high “achievement motivation.” For the executive secretary, an impor-
tant competency might well be attention to detail. Another competency might be: anticipates
delivery delays.

In the context presented here, you should note that competencies are similar to, yet dif-
ferent from, job tasks by virtue of the fact that a job task is a unit of work, whereas a com-
petency is a tool that one uses to perform one or more job tasks. The more obvious
competencies that employees use to achieve many of their outputs or results expected of them
are their knowledge and skills. Employees and employers tend to take for granted other com-
petencies they might have and use to perform. For example, when the situation requires it,
an employee’s patience, perseverance, and a belief in the value of his or her performance
results or output are examples of competencies. Competencies are the characteristics within
the human psyche that “enable” performance.

The Competency Toolkit
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Project Tasks Flow Chart

Step 1:
Identify a competency Program Manager who will be responsible for the 

day-to-day work of all competency initiatives in the organization.

Step 2:
Identify an organization sponsor—for each competency initiative—who will 

make sure that the project(s) is completed and successfully implemented in the organization.

Step 3:
Identify one or more jobs in the organization for a competency initiative application.

Step 4:
Establish linkages between the selected job(s) and the 

organization’s business or strategic objectives.
(Answer this question: Why was this job or work area selected at this 

time for application of a competency initiative?)

Step 5:
Establish and implement the use of a Project Steering Committee 

for each competency project.
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Project Tasks Flow Chart (continued)

Step 6:
Create a Project Management Plan for each competency project 

and obtain project sponsor or manager endorsement.

Step 7:
Conduct introductory and interim information briefings for key 

persons or groups about the project plans,
practices, and outputs, and how they will be used.

Step 8:
Review and update the performance diagnosis data for the subject job(s)

and advise management of additional actions that might be necessary to ensure the 
success of the competency initiatives that are planned.

Step 9:
Research and identify the job outputs or results, as well as the job activities and 

tasks for the subject job, and obtain sponsor or manager endorsement.

Step 10:
Identify the key job competencies and obtain project sponsor or manager endorsement. 

Step 11:
Identify behavioral indicators for each competency

and obtain project sponsor or manager endorsement.

Step 12:
Construct the competency model(s) and obtain project sponsor or manager endorsement.
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Planning and Management Self-Checklist for 
Competency Identification and Modeling

Directions: This checklist provides the project manager in the organization with a convenient and com-
prehensive list of the major tasks or activities required for a typical, uncomplicated competency identi-
fication and modeling project. The checklist should be duplicated for multiple uses. Each revised version
should be dated and the prior version filed until the project is completed. After reading each task, you
can respond with one of the following responses: Yes; No; Not Applicable; Task Completed; Action
Required; or To Be Determined. Space on the checklist is provided for you to add additional response
choices of your own.

Task Yes No Not Task Action To Be
Applicable Completed Required Determined

1. The project sponsor or
management agrees with
the project objectives.

2. The project sponsor or
management agrees
with the project scope.

3. The implementation sta-
tus (that is, pilot study,
partial implementation,
full implementation, and
so forth) has been deter-
mined.

4. The implementation sta-
tus has been agreed to
by management.

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑
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Planning and Management Self-Checklist for 
Competency Identification and Modeling

(continued)

Task Yes No Not Task Action To Be
Applicable Completed Required Determined

5. Competency identifica-
tion and modeling plans
have been linked to the
organization’s strategic
objectives or business
needs.

6. There is a committed
organization sponsor 
or champion who will 
support the project’s
successful completion
through implementation. 

7. A project steering com-
mittee will be used to
oversee the successful
completion of the 
project.

8. The members of a pro-
ject steering committee
have been named.

9. The members of the pro-
ject steering committee
have been informed of
their appointment. 

10. The members of the
steering committee have
been introduced to their
responsibilities.

11. Work units and their lead-
ers have been identified
for competency identifica-
tion and modeling.

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑



2–71

Part II: Creating Competency Models Step-by-Step

Planning and Management Self-Checklist for 
Competency Identification and Modeling

(continued)

Task Yes No Not Task Action To Be
Applicable Completed Required Determined

12. Work unit leaders and
their staffs have been
briefed on the requirements
and long-term benefits of
competency identification
and modeling.

13. A detailed project man-
agement plan has been
completed, including
the project tasks, deliv-
erables, target dates for
completion, and respon-
sible person(s).

14. The project manage-
ment plan has been
endorsed by the project
sponsor or manager.

15. The project manage-
ment plan has been
communicated to those
workers who are
responsible for complet-
ing the actual work.

16. The project manage-
ment plan has been
reviewed with affected
organization employees
and leaders in the work
units.

17. Quality standards have
been developed for the
project outputs or results.

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑
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Planning and Management Self-Checklist for 
Competency Identification and Modeling

(continued)

Task Yes No Not Task Action To Be
Applicable Completed Required Determined

18. The project sponsor or
manager concurs with
the quality standards for
the project outputs or
results.

19. The resources required
to achieve the project
outcomes have been
identified.

20. The resources required
to achieve the project
outputs or results have
been committed to the
project.

21. A comprehensive per-
formance analysis has
been completed and
the results have been
presented to the project
sponsor or manager.

22. The performance analy-
sis findings have been
accepted by the project
sponsor or manager.

23. Performance roadblocks
identified in the perfor-
mance analysis will be
mitigated before com-
petency implementation
begins.

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑
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Planning and Management Self-Checklist for 
Competency Identification and Modeling

(continued)

Task Yes No Not Task Action To Be
Applicable Completed Required Determined

24. A schedule of regular sta-
tus briefings has been
established with the steer-
ing committee and/or
the project sponsor or
manager.

25. The work outputs or
results for the affected
work area(s) of the
organization have been
identified.

26. The work outputs or
results for the affected
work area(s) of the
organization have been
agreed to by the project
sponsor or organization
leader.

27. Data collection and
analysis methods have
been identified to deter-
mine the tasks for the jobs
or work to be modeled.

28. Data collection and
analysis methods for task
identification have been
successfully administered.

29. Job tasks have been
documented.

30. The job tasks have been
endorsed by the project
sponsor or manager.

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑



The Competency Toolkit

2–74

Planning and Management Self-Checklist for 
Competency Identification and Modeling

(continued)

Task Yes No Not Task Action To Be
Applicable Completed Required Determined

31. A research approach
for the identification of
competencies has been
prepared.

32. The competency identifi-
cation research approach
has been pilot tested
within the organization.

33. The competencies have
been researched.

34. Based upon the com-
petency research that
was conducted, a list of
draft competencies has
been prepared.

35. The competency list has
been endorsed by the pro-
ject sponsor or manager.

36. Draft behavioral indica-
tors have been
researched, identified,
and documented for the
endorsed competencies.

37. The behavioral indica-
tors have been
approved by the project
sponsor or manager.

38. Employees whose per-
formance will be
impacted by the use of
the competencies have
been briefed on the
results to date.

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑
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Planning and Management Self-Checklist for 
Competency Identification and Modeling

(continued)

Task Yes No Not Task Action To Be
Applicable Completed Required Determined

39. Affected employees
understand the benefit
of having the compe-
tency model(s) for
improving their perfor-
mance.

40. Affected employees
understand how to use
the competencies to
improve their daily job
performance.

41. A plan to evaluate the
competency project(s)
has been developed.

42. The evaluation plan has
been endorsed by the
project sponsor or 
manager.

43. Evaluation of the project
objectives, outcomes,
and long-term change
outcomes is underway.

44. (Add other steps as
needed.) 

45.

46.

47.

48.

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑

❑ ❑ ❑ ❑ ❑ ❑
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Project Management Planning Worksheet

Project Title

Sponsor/Manager Date Initiated

Task Deliverable Responsible Target Date Actually
Person Due Date Delivered
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Performance Diagnosis Activity

Directions: Spend a few minutes on this Activity. In Part I, list 3 issues that impede your work perfor-
mance and explain why and how they impede your work. Then, in Part II, list 3 issues that facilitate (or
encourage) your work performance and explain why and how they encourage your work. 

Part I

What is the issue that impedes Why does the issue impede How does the issue impede
your performance in your work? your performance? your performance?

1.

2.

3.

Part II

What is the issue that facilitates Why does the issue facilitate How does the issue
(or encourages) your performance (or encourage) your facilitate your performance?
in your work? performance?

1.

2.

3.
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Supervisor, Quality Assurance—Job Description

Work Activities
The roles and responsibilities for this position include, but are not limited, to the following: 

Individual Contributor Role
❚ Hires subordinate staff.
❚ Trains subordinate staff.
❚ Conducts performance-management activities with subordinate staff.
❚ Develops, reviews, and approves Standard Operating Procedures (SOPs), protocols, and other 

appropriate information. 
❚ Makes dispositions on, and approves, batch production records. 
❚ Exercises personal responsibility for conducting external and internal quality audits. 
❚ Exercises personal responsibility to ensure the flow of information within and across departments 

or functions. 

Team Contributor Role
❚ Participates in cross-company quality initiatives. 
❚ Reviews and approves incidents as part of a quality initiative triage team. 

Supervisory Contributor Role
❚ Implements and oversees all aspects of Plant Quality Assurance functions for site manufacturing 

and support. 
Experience

❚ 5 or more years of related quality assurance or manufacturing experience. 
❚ 3 or more years supervisory experience. 
❚ Experience in methods of tracking data. 
❚ Ability to conduct root-cause analyses. 
❚ Ability to resolve conflict. 
❚ Ability to establish internal collaboration.
❚ Excellent verbal and written communication skills. 
❚ Highly developed supervisory skills. 
❚ Knowledge of the work operations across the entire organization. 

Education
❚ Undergraduate degree in a field related to the function.





Appendix  V I I I

Representative Examples of Terminal and 
Enabling Outputs Tied to Work Activities

2–83

Representative Examples of Terminal and 
Enabling Outputs Tied to Work Activities

Terminal and Enabling Outputs Tied to the Job of Supervisor, Quality Assurance 

Work Activities
The responsibilities for this position include, but are not limited to:

Individual Contributor

Work Activities Enabling Outputs Terminal Outputs

1. Hires subordinate staff. ❚ Job requisition ❚ A filled position
❚ Position requirements
❚ Official posting of advertisement  

of vacancy
❚ Candidate interviews
❚ Candidate selection
❚ Official documentation of the 

selection decision

2. Trains subordinate staff. ❚ Plan to conduct orientation of a ❚ Staff performing in a
new employee competent manner

❚ Plan to keep skills up-to-date  
(of experienced staff)

3. Conducts performance- ❚ Determination of staff coaching needs ❚ Completed  
management activities with ❚ Interim and annual performance performance appraisal
subordinate staff. assessments

❚ Career development plans for staff
❚ Completed probationary appraisal 

form on new staff members
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Representative Examples of Terminal and 
Enabling Outputs Tied to Work Activities

(continued)

Individual Contributor

Work Activities Enabling Outputs Terminal Outputs

4. Develops, reviews, and 
approves Standard 
Operating Procedures 
(SOPs), protocols, and 
other appropriate records. 

5. Makes dispositions on, and 
approves, batch-production
records. 

6. Exercises personal 
responsibility for conducting 
external and internal quality 
audits. 

7. Exercises personal 
responsibility to ensure the 
flow of information intra- 
and inter-departmentally. 

Team Contributor

Work Activities Enabling Outputs Terminal Outputs

8. Participates in cross- ❚ Quality assurance development services ❚ Fully functioning and
company quality initiatives. ❚ Quality assurance products effective cross-

❚ Consulting expertise on quality issues company quality 
❚ Team member perceptions that the initiative

quality representative is cooperative, 
collaborative, and productive 

9. Reviews and approves 
incidents as part of a quality 
initiative triage team. 
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Representative Examples of Terminal and 
Enabling Outputs Tied to Work Activities

(continued)

Supervisory Contributor

Work Activities Enabling Outputs Terminal Outputs

10. Implements and oversees all ❚ Guidance to staff ❚ Effective and fully
aspects of Plant Quality ❚ Technical expertise offered to staff functioning Plant
Assurance functions for site ❚ Work assignments given to staff Quality Assurance
manufacturing and support. ❚ Supervisory oversight exercised function

over subordinates
❚ Prepared policy statements on plant 

quality-assurance functions
❚ Operations guidelines for plant 

quality-assurance function

Experience 

❚ 5 or more years of related quality assurance or manufacturing experience. 

❚ 3 or more years supervisory experience. 

❚ Experience with methods of tracking data. 

❚ Ability to conduct root-cause analyses. 

❚ Ability to resolve conflict. 

❚ Ability to establish internal collaboration.

❚ Excellent verbal and written communication skills. 

❚ Highly developed supervisory skills. 

❚ Knowledge of the work operations across the entire organization. 

Education 

❚ Undergraduate degree in a field related to the function.
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The Extended DACUM Approach

Several approaches to job analysis exist and new ideas—largely based upon traditional job
analysis methods—are being introduced all the time (e.g., Hartley, 1999). However, one
approach that has become popular is the “DACUM” method. DACUM is an acronym formed
from the phrase Develop A Curriculum (Norton, 1997). [Note: As a convenience to you,
information about the DACUM Handbook is included at the close of this appendix.] We
have extended the application of the DACUM method to additionally focus it on the iden-
tification of the enabling and terminal job outputs or results, the major job tasks required
to produce each of the outputs or results, and if desired, the key job competencies for the
job. In the event that you or some other person in your organization has already completed
the initial identification of key job elements, you can extend the use of the DACUM approach
to verify or supplement existing job data. This can easily be done by using a different panel
of job experts or other people who have highly developed knowledge of the job and how it
is successfully performed.

In order to use an extended DACUM approach, you will need to carefully review the lit-
erature on the DACUM process and practice using the prescribed steps for two very differ-
ent jobs in your organization if you have not already become skilled in the technique. You
might want to select jobs within the organization for which competency models will even-
tually need to be created.

The procedures for organizing the DACUM panel and deriving the DACUM outputs can
be immediately applied when completing the steps for an extended DACUM. You can use
the information management procedures and formats suggested in the DACUM handbook,
or create your own.

To use the extended DACUM approach, begin by selecting a group of not more than
eight job experts. Job experts for purposes here include organization employees who are
judged to be exemplary performers of the job under analysis, and supervisors, team leaders,
or managers of those persons. If necessary, “fully successful” but not necessarily “star” or
“best-in-class” workers can be used as panel members, but this is not recommended. If you
are using an Extended DACUM approach to verify rather than to initially identify these job
elements, then you might want to use a different group of job experts than those persons
that you consulted to initially analyze the job. If differences are identified, then you should
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(in most cases) rely upon supervisors or managers for the job to resolve those differences in
whatever manner they choose. The participants for the process are referred to as a panel. 

You will be using the generalized DACUM procedures found in Norton (1997) to achieve
the work outlined below.

Here are the basic steps for successfully using an extended DACUM process:

1. Following introductions, explain the general purposes, objectives, and outputs
for the work session.

2. Distribute a copy of the job or position description, if one exists. Review the key
elements of the document and ask the participants for their overall assessment of
the contents of the document.

3. Define a “job activity” as you prefer to use it in the context of your project. Review
documented job activities for accuracy, or identify the job activities based upon
your preferred definition.

4. Define the following: enabling job output; terminal job output; enabling job result;
terminal job result. Review existing job output or results statements for the job. If
these job elements are not accurate or available, revise or create them with the
panel.

5. Define “job task” in the context of your organization project. Verify existing job
tasks for the job or identify them using the panel.

6. Sequence the job activities, outputs or results, and the job tasks in the order in
which they are performed by the typical worker who now holds the job.
Sometimes there are options regarding which job task should be performed when
strong dependencies do not exist among the tasks. In cases like this, the panel
should use the sequence that is most meaningful for the project objectives.

7. Verify the accuracy and comprehensiveness of the outputs.

8. Thank panel members for their support and assistance and dismiss the panel.

Once the job analysis outputs have been prepared for presentation, the Steering
Committee and the Project Sponsor should review the analysis results and suggest any
changes they believe are needed to ensure the validity and comprehensiveness of the com-
petencies. The Project Sponsor is ultimately responsible for ensuring the validity of and
endorsing the findings.

The DACUM process can be extended to be more inclusive when the Project Manager
is charged with developing a competency model (and underlying competencies and other job
elements) for a job that does not yet exist within the organization. You can use the same
extended DACUM process and the steps designed for it. However, you will need to open the
work session by explaining the purpose and outcomes by emphasizing the strategic or busi-
ness need and the context for creating the dimensions for a job of the future. If possible,
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these explanations should be delivered to the panel members by the organization leader, who
can explain the context for the future job in precise strategic or business terms. Participants
in the panel should be nominated by or receive the full support of the organization customer
for the work; the customer or client will usually be the senior manager or a leader with a
role in the strategic development of the organization.

In summary, the process and procedures explained here should help you complete the
necessary job analyses and to support the use of appropriate competency-identification strate-
gies for the project.

To order the DACUM Handbook (2nd Edition) in the U.S., call: 1-800-848-4815, Ext.
4-7667; international callers use: 1-910-250-5950. Order Catalog number LT67-R (400
pages, 3-ring binder; approximate cost: $ 49.50 U.S. Dollars, plus shipping and handling
costs). 
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Appendix  X

A Competency Menu for Persons 
Performing Primarily Supervisory,

Managerial, or Executive Work

Conflict Management

Definition: Anticipates or seeks to resolve confrontations, disagreements, or complaints
in a constructive manner.

1. Recognizes the potential for conflicts, confrontations, or disagreements.

2. Resolves conflicts, confrontations, or disagreements in a constructive manner.

3. Addresses formal and informal complaints from employees.

4. Addresses formal and informal complaints from persons other than employees.

5. Attempts to resolve employee complaints. 

6. Attempts to resolve complaints from persons other than employees.

Creative Thinking and Its Application

Definition: Develops insights into problems or creates a work environment that encour-
ages innovative thinking and “outside-the-box” solutions to problems.

1. Develops insights into the circumstances surrounding problems or issues.

2. Develops “outside-the-box” solutions to problems.

3. Creates a work environment that encourages and accommodates the risks asso-
ciated with having subordinates create innovative solutions to problems or issues.

4. Encourages subordinates to adopt non-traditional, innovative approaches to the
completion of their daily work assignments.
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Customer Focus

Definition: Adapts and maintains a customer-focus mindset that acknowledges the impor-
tance and value of the customer, and acts accordingly.

1. Actively seeks customer input on their needs, requirements, preferences, and feed-
back.

2. Makes sure that customer needs or requirements are met by integrating them into
work-unit operations and outputs.

3. Makes sure customer requirements or expectations are met through the effective
use of communication or feedback systems.

4. Regularly and consistently takes actions to improve the quality of services or prod-
ucts produced by the work unit.

Decisiveness

Definition: Assesses risks and takes the appropriate actions needed to achieve work-unit
objectives. 

1. Completes risk analyses before making decisions in uncertain situations.

2. Acts decisively on own authority when timely action is needed.

3. Takes measured risks when it is necessary to ensure that initiatives are moved
forward.

4. Makes difficult or unpopular decisions.

5. Identifies and takes alternative actions when the risks of taking the standard or
traditional approach to doing business are too high.

6. Manages own feelings of disappointment, anger, etc., that come as the result of
an unpopular or difficult decision.

Evaluation

Definition: Monitors work-unit programs, evaluates outcomes, and improves organiza-
tional efficiency and effectiveness.

1. Makes sure that work-unit activities, services, or products meet not only the orga-
nization’s objectives, but also customer needs and requirements.

2. Identifies and communicates to subordinates how organizational and work-unit
results will be measured.

3. Identifies and communicates to subordinates how organizational and work-unit
results will be assessed.
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4. Monitors work-unit programs or activities and makes sure that deficiencies or dis-
crepancies are identified and corrected.

5. Participates in the evaluation of program or project outcomes or accomplish-
ments.

6. Uses evaluation results to improve organizational or program efficiency.

7. Uses evaluation results to improve organizational or program effectiveness.

External Awareness

Definition: Becomes and remains informed of external trends, interests, and issues with
potential impacts on internal organization policies, procedures, operations,
positions, and practices.

1. Keeps up-to-date with trends, interests, and other issues external to the organi-
zation that may affect not only the organization, but also the work unit.

2. Considers the external impacts of work-unit policies, procedures, or actions.

3. Reviews and makes recommendations for revisions of policies, procedures, or
practices with external organizational impacts.

4. Considers the influence of non-technical factors on work-unit decisions.

5. Implements organization priorities and initiatives in order to accomplish organi-
zational objectives or goals. 

Financial Management and Responsibility

Definition: Prepares, justifies, and defends the work-unit budget required to achieve unit
objectives; monitors profits and expenses to ensure sound fiscal responsibility.

1. Projects long-term financial requirements needed to achieve work-unit objectives.

2. Prepares budgets for the work unit.

3. Knows and understands organization policies regarding budget preparation,
submission, defense, and long-term administration.

4. Explains or justifies the work-unit budget to other organization groups.

5. Monitors profits and expenses to ensure work-unit effectiveness.

6. Monitors profits and expenses to ensure work-unit profitability.

7. Oversees or helps procure equipment, facilities, supplies, and services.

8. Fosters an environment where cost-benefit outcomes are continuously improved.
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Flexibility

Definition: Adapts to change in the work environment in ways that help work-unit staff
keep projects “on course.”

1. Appropriately adapts own thoughts, feelings, and actions in response to ambi-
guity, new information, changing conditions, or unexpected obstacles.

2. Establishes an environment that encourages rapid and responsive adaptation to
change in ways that support the achievement of work-unit objectives.

3. Identifies and implements organization or work-unit development opportunities
that help employees readily adapt to change.

Human Resources Management: Performance Management

Definition: Effectively manages the ongoing performance of all staff assigned to the work
unit.

1. Identifies and effectively communicates performance expectations to work-unit
employees.

2. Comprehensively assesses the performance of individuals assigned to the work
unit.

3. Identifies individual needs to acquire and apply competencies. 

4. Provides performance feedback to individuals assigned to the work unit.

5. Provides planned, on-the-job employee learning opportunities.

6. Identifies need for external, formal employee training beyond on-the-job training
experiences.

7. Provides or arranges for formal training opportunities for work-unit employees,
based upon individual needs.

8. Takes appropriate corrective or disciplinary action with employees.

9. Recognizes and rewards performance based upon performance standards and
organization or work-unit objectives.

10. Determines the need for employee orientation and provides such opportunities.

11. Determines the need for employee career development and provides these oppor-
tunities, when possible.
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Human Resource Management: Enhancing the Quality of Work Life

Definition: Uses available human resource practices to enhance the quality of employee
work life.

1. Uses human resource management practices that promote good labor manage-
ment and positive employee relationships.

2. Actively supports subordinates’ participation in programs, opportunities, or activ-
ities that deal with employee well-being, such as safety, health, life-career devel-
opment, and family life.

Human Resource Management: Staffing, Recruitment, Selection, 
and Assignment of Employees to the Work Unit

Definition: Ensures the effective performance of staffing analyses, recruitment, selection,
and assignment of human resources to the work unit.

1. Completes comprehensive staffing analyses and plans for needed or mandated
changes in the size or the composition of the work unit staff.

2. Actively participates in recruiting or retaining staff.

3. Uses sound judgment within the boundaries of organizational and legally man-
dated policies and procedures when selecting staff or taking other human resource
actions.

4. Uses human resource practices that further affirmative action goals.

5. Accurately assesses the competencies possessed by available personnel.

6. Distributes work to personnel consistent with their identified competencies and
experiences.

Influencing

Definition: Networks with and provides information to key groups and individuals, and
uses influence, persuasion, and authority to achieve objectives.

1. Networks with key individuals or groups in order to accomplish objectives.

2. Informs higher management, employees, and others about program objectives
and efforts to achieve those objectives.

3. Represents the organization or program to others.

4. Identifies and understands the interests of others when in a collaborative
environment.
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5. Collaborates with others inside the organization to achieve objectives.

6. Collaborates with others outside the organization to achieve objectives.

7. Persuades others to adopt a course of action.

8. Uses power appropriately to achieve objectives.

9. Uses authority appropriately to achieve objectives.

10. Uses influence appropriately to achieve objectives.

Interpersonal Skills

Definition: Considers and appropriately responds to the needs, feelings, capabilities, and
interests of others.

1. Considers the needs, feelings, and capabilities of others.

2. Responds to the needs, feelings, and capabilities of others, using feedback.

3. Provides positive feedback in a manner that reinforces (or elicits) preferred
behaviors.

4. Provides corrective or contrary feedback in a manner that is constructive.

5. Engineers a work environment where the equitable treatment of individuals is
paramount.

6. Considers employee interests as well as competencies when assigning work to
them.

Leadership

Definition: Identifies and adapts leadership style to situations and people; demonstrates
high standards of behavior; empowers subordinates; provides motivating work
or performance opportunities for subordinates.

1. Identifies one or more leadership styles appropriate to a situation and the indi-
viduals involved.

2. Adopts one or more leadership styles appropriate to a situation and the indi-
viduals involved.

3. Demonstrates the use of a high standard of behavior that reflects honesty, integrity,
trust, openness, and respect for others.

4. Empowers subordinates to assess risks and to take ethical action(s) in order to
achieve work-unit objectives.
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5. Provides motivating work or performance opportunities that stimulate subordi-
nates’ interests or preferences.

6. Appropriately shares power or authority with others commensurate with their del-
egated responsibilities.

Management Control

Definition: Ensures the integrity of organization or work unit policies, procedures, and
processes.

1. Exercises management control to ensure that organization or work-unit policies
are adhered to.

2. Makes certain that the organization or work-unit procedures are maintained and
appropriately used within the work unit.

3. Assures the integrity of the organization’s or work unit’s processes as they apply
to work-unit operations.

4. Promotes the use of ethical practices and procedures when managing the work
unit.

Managing a Diverse Workforce

Definition: Uses diversity elements in the workforce to advantage in the achievement of
work-unit or organization objectives.

1. Recognizes the contributions of those who have cultural, religious, ethnic, gen-
der, sexual preference, or other individual differences toward the achievement
of work-unit or organizational objectives.

2. Considers the benefits and advantages of diversity when making work assignments.

3. Provides employment opportunities that will make the workforce more diverse
and better able to accomplish work-unit objectives.

4. Provides development opportunities for a diverse workforce.

5. Uses formal and informal methods to increase the sensitivity of others to diver-
sity issues.
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Oral Communication

Definition: Effectively listens to others and makes clear and effective oral presentations to
individuals and groups regarding work-unit or organization issues.

1. Demonstrates the use of effective listening skills with others and reflects an under-
standing of what others are saying.

2. Delivers clear oral presentations to individuals.

3. Delivers effective oral presentations to individuals.

4. Delivers clear oral presentations to groups.

5. Delivers effective oral presentations to groups.

Planning

Definition: Establishes policies, guidelines, plans, and priorities required to meet work-
unit or organization objectives.

1. Establishes policies or guidelines for the organization or work unit.

2. Develops strategic or other long-term plans for the work unit or organization.

3. Adjusts strategic or other long-term plans to accommodate changing conditions
or circumstances.

4. Sets priorities for subordinates that will contribute to meeting work-unit or orga-
nization objectives.

5. Coordinates staff work that contributes to meeting objectives.

6. Identifies the resources required to meet objectives.

7. Coordinates across work-unit boundaries within the organization to accomplish
objectives.

Problem Solving

Definition: Recognizes and defines problems; challenges subordinates to identify alterna-
tive solutions, and plans to solve those problems.

1. Anticipates potential problems, issues, and work-unit opportunities.

2. Supports subordinates in their efforts to identify and define problems or issues.

3. Makes sure that subordinates gather the correct information or data to address
solutions to problems.
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4. Monitors subordinates’ use of qualitative or quantitative data and the analytical
tools they use to solve problems.

5. Encourages subordinates to develop alternative plans and solutions to solve
problems.

Self-Management

Definition: Engages in the effective use of self-assessment and self-management techniques
in order to proactively and continuously improve own performance.

1. Realistically assesses own strengths and weaknesses and their impact on others
relative to the requirements of the current work assignments.

2. Seeks and effectively uses performance feedback from others.

3. Works persistently toward one or more agreed-upon objectives, despite opposi-
tion, distractions, and setbacks.

4. Demonstrates a consistently high level of self-confidence.

5. Invests appropriate time and energy in self-development and growth.

6. Manages own time effectively.

7. Manages own time efficiently.

8. Initiates appropriate action without being directed to do so.

9. Demonstrates genuine enthusiasm and a desire to achieve work-unit and orga-
nization objectives.

10. Demonstrates the effective use of patience in day-to-day performance.

11. Effectively manages one’s anxiety.

12. Consistently demonstrates a bias to follow-through on program or project tasks
and objectives to a successful conclusion.

13. Demonstrates the effective use of independent thinking while, at the same time,
not inhibiting the expression of the thoughts or ideas of others.

14. Successfully reduces both work and non-work stress by realistically assessing the
importance of the impacts of the stressors on achieving one’s objectives.

Team Building

Definition: Builds cohesive and productive work teams, either as part of the work unit or
within the organization.

1. Recognizes the value of using teams to accomplish work-unit or organizational
objectives.
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2. Encourages cooperation through the use of appropriate verbal and nonverbal
messages.

3. Encourages teamwork through the use of appropriate verbal and nonverbal mes-
sages.

4. Creates an environment that encourages open communication among team mem-
bers.

5. Creates an environment that encourages collective problem-solving among the
team members.

6. Seeks consensus among diverse viewpoints as a means of building group com-
mitment.

Technical Competence

Definition: Demonstrates technical proficiency and comprehends its impact upon work
unit responsibility.

1. Demonstrates technical proficiency (including technical currency) in areas of work-
unit responsibility.

2. Understands the technical difficulty and complexity placed upon subordinates
and others because of the nature of their work.

3. Accounts for the technical difficulty and complexity of subordinates’ work at key
milestones in the production of work outputs or results.

4. Ensures that subordinates appropriately apply procedures, requirements, regu-
lations, or policies related to specialized areas of expertise in the production of
work-unit outputs or results.

Technology Management

Definition: Manages the use of technologies in the context of achieving work-unit or orga-
nization objectives.

1. Identifies technological changes, scientific research, and automation options that
would support enhanced success in the achievement of work-unit or organiza-
tion objectives.

2. Encourages staff to stay current and informed about technological changes, sci-
entific research, and automation.

3. Applies evolving technologies and methodologies to organization or work-unit needs.

4. Makes certain that all staff are trained and performance-ready in the application
of new technology.
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Vision

Definition: Develops and implements the use of a strategic vision of the organization in
the future.

1. Develops a strategic vision of the organization’s future.

2. Shares and explains own strategic vision of the organization’s future with sub-
ordinates.

3. Promotes a broad sense of ownership of the strategic vision amongst employees.

4. Champions organizational changes that are based upon a strategic view of the
future.

Written Communication

Definition: Effectively communicates in writing.

1. Communicates facts and ideas in writing.

2. Reviews and critiques others’ writing in ways that encourage their continuing
support and contribution of ideas, especially those in written form, for work-unit
and organization success.
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Appendix  X I

A Competency Menu for Persons Performing
Individual Contributor or Staff Work

Time: Use and Management

Definition: Effectively uses the time available to complete work tasks and activities that
lead to the achievement of expected work objectives (as results or outputs).

1. Selects objective-relevant work tasks and activities for action.

2. Ranks objective-relevant tasks and activities in the appropriate order for their
completion, relative to expectations.

3. Accurately allocates the time available for the completion of the tasks and
activities.

4. Prepares and follows schedules for the successful completion of the tasks and
activities.

Use of Money

Definition: Responsibly spends financial resources in ways that result in ultimate accom-
plishment of work-unit or organizational objectives.

1. Prepares a budget for the work to be performed and the results or outputs to be
achieved.

2. Use existing budget information to monitor the expenditure of money for the work
to be performed.

3. Prepares financial forecasts.

4. Uses financial forecasts for planning or decision-making purposes.

5. Maintains financial records or records of financial transactions associated with
production of the expected outputs or results.

6. Makes adjustments in the use of financial resources in order to achieve program
or organization objectives.
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Materials or Facilities Utilization

Definition: Effectively and efficiently uses materials, supplies, parts, equipment, or orga-
nization facilities.

1. Acquires materials, supplies, parts, or equipment.

2. Stores materials, supplies, parts, or equipment.

3. Allocates materials, supplies, parts, or equipment.

4. Uses materials, supplies, parts, or equipment to achieve work-unit objectives.

5. Acquires facilities or space.

6. Creates or acquires from others the facility or space modification plans that make
the best use of same.

7. Allocates facilities or facility space for use by others that makes the best use of
same.

8. Uses a facility or facility space to best advantage to achieve work objectives.

Team Membership

Definition: Effectively participates and contributes as a member of a work team.

1. Works cooperatively with fellow team members. 

2. Contributes ideas to the team.

3. Contributes suggestions to the team.

4. Contributes work effort to the team commensurate with the team’s expectations
of the member.

5. Shares any accomplishment awards received while a member of a work team
with other team members.

Peer Competency Acquisition and Application

Definition: Contributes to peer learning designed to enhance peer performance in pursuit
of the achievement of work objectives.

1. Assesses, either formally or informally, the learning and competency-develop-
ment needs of one’s peers.

2. Plans, either formally or informally, learning activities for peers that will enhance
their job performance.

3. Delivers learning opportunities to peers that will contribute to enhanced job
performance.
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4. Recommends learning opportunities to peers that will contribute to their enhanced
job performance.

5. Assesses the degree of peer learning that has resulted from a learning opportu-
nity, and provides supportive feedback to the peer on remaining gaps in com-
petencies and their applications.

6. Helps peer learners correctly apply the acquired competencies on the job to
achieve work objectives.

Customer or Client Service

Definition: Provides services or products that satisfy internal or external customers’ or
clients’ needs or expectations.

1. Identifies customer/client needs or expectations.

2. Clarifies customer/client needs or expectations, when doubt exists.

3. Establishes a schedule or plan for satisfying customer/client needs and expec-
tations.

4. Pursues the completion of work objectives that supports meeting customer or client
needs and expectations.

5. Delivers services or products to the client or customer in a timely manner.

6. Follows up with the customer or client in a timely manner to ensure that the ser-
vices or products were satisfactory.

Leadership as an Individual Contributor

Definition: Assumes a leadership role, when necessary, in order to improve work-unit or
organization performance.

1. Challenges existing work-unit or organizational policies, procedures, or plans
when such action is in the best interests of work-unit or organization success.

2. Formulates ideas focused on improving work unit or organization performance.

3. Communicates ideas to justify a leadership position in a way that will support
buy-in.

4. Convinces or persuades others to support their position.

5. Sees objectives through to a successful conclusion.
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Negotiation

Definition: Works with peers or other organization members to achieve agreement regard-
ing work achievements or interests associated with them.

1. Identifies individual issues or interests for a work-unit or organization-wide
situation.

2. Assesses the strength of the issues or interests held by each of the parties.

3. Creates or identifies as many “win-win” alternatives or strategies as possible so
that all parties to a negotiation process can achieve mutual objectives.

4. Communicates “win-win” alternatives or strategies to the involved parties in ways
that result in mutual acceptance.

Diversity

Definition: Works effectively with both men and women from a variety of social, ethnic,
political, or educational backgrounds.

1. Recognizes the value of the contributions of members of a diverse work group.

2. Demonstrates respect for cultural, religious, socioeconomic, educational, gender,
sexual preference, and other differences among co-workers.

3. Addresses differences among co-workers with respect.

4. Addresses differences among co-workers with dignity.

5. Sees staff diversity as an advantage, and seeks innovative ways to put those dif-
ferences to positive use toward accomplishing organizational goals.

Information

Definition: Acquires, organizes, analyzes, interprets, maintains, or communicates infor-
mation needed to achieve work-unit or organization objectives.

1. Acquires information pertinent to the achievement of one or more work unit or
organization objectives.

2. Organizes information in ways that make it useful for the achievement of work-
unit or organization objectives.

3. Analyzes information to identify new or different work-unit or organization
objectives.

4. Interprets information in terms of its use for the achievement of work-unit or orga-
nization objectives.
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5. Creates an information retrieval system that users find to be effective.

6. Creates an information retrieval system that users find to be efficient.

7. Maintains information in a retrieval system that users find to be effective.

8. Maintains information in a retrieval system that users find to be efficient.

9. Communicates information to others in effective ways.

10. Communicates information to others in efficient ways.

11. Uses computers to process information.

12. Uses computers to create an information retrieval system.

13. Uses computers to maintain an information retrieval system.

14. Uses computers to communicate information to others.

Systems

Definition: Understands systems, including their interrelationships and impacts, and appro-
priately applies that understanding to advance the achievement of work-unit
or organization objectives.

1. Understands one’s own work and work objectives, as well as those of one’s col-
leagues in the work unit and associated work units.

2. Understands the interrelationships of work objectives (including their placement
within the organization) that must be coordinated in order to achieve success.

3. Understands the subtle connections among parts of a work system.

4. Anticipates the consequences of change on one or more work-system elements.

5. Corrects one’s performance when impacted by a work-system change.

6. Identifies trends or unexpected changes in work-system performance.

7. Identifies corrections that are necessary when a work system malfunctions.

8. Makes or recommends corrections when a work system malfunctions.

9. Designs new or alternative work systems.

Technology

Definition: Effectively works with a variety of technologies.

1. Evaluates technology solutions to achieve individual, work-unit, or organization
objectives.

2–107

Part II: Creating Competency Models Step-by-Step



2. Selects technology solutions to achieve individual, work-unit, or organization
objectives.

3. Recommends technology solutions to achieve individual, work-unit, or organi-
zation objectives to managers or decision-makers.

4. Applies technologies to perform work tasks throughout set-up and operation
phases.

5. Maintains technology applications in proper working order.

6. Establishes or applies preventative procedures for technical devices or applica-
tions.

7. Identifies or solves problems involving the use of technology solutions.

Basic Skills Competencies

Definition: These include the basic competencies required for performing successful work,
including reading, writing, arithmetic, appropriate uses of mathematical and
statistical procedures, and listening and speaking competencies.

1. Locates needed written information in published material, and in documents such
as graphs, charts, schedules, and equipment manuals.

2. Comprehends written information in published material, and in documents such
as graphs, charts, schedules, and equipment manuals.

3. Interprets written information in published material and in documents such as
graphs, charts, schedules, and equipment manuals.

4. Communicates thoughts, ideas, feelings, messages, or other information in writ-
ten form (for example, letters and flow charts).

5. Accurately performs basic arithmetic computations, including—at a minimum—
the operations of addition, subtraction, multiplication, and division.

6. Chooses and applies the use of mathematical or statistical principles or
algorithms to analyze data or solve problems.

7. Receives, interprets, and responds to verbal messages.

Thinking Competencies

Definition: Acquires and applies creative thinking, decision-making, and problem-solving
competencies; uses visioning, individual learning, and reasoning techniques to
support the completion of daily work tasks and activities.

1. Generates new ideas, concepts, plans, or approaches.
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2. Identifies problems, envisions solution alternatives, and identifies the risks asso-
ciated with them; then chooses the decision alternative(s) that will contribute to
achieving work-unit or organization objectives.

3. Uses “organizing” techniques to organize and process information that leads to
new or different approaches to meeting work objectives.

4. Examines the relationships among two or more items or objects and identifies a
rule or principle that can be used to solve one or more work-unit or organization
problems.

Self-Management Competencies

Definition: Exhibits full responsibility for one’s own work achievements and consistently
maintains a high level of self-management that contributes to sustained high
performance.

1. Exhibits a high level of effort in the achievement of personal work objectives.

2. Takes full responsibility for one’s own work achievements.

3. Initiates appropriate action without being directed to do so.

4. Realistically assesses one’s strengths and weaknesses and their impacts on oth-
ers relative to the requirements of one’s current work assignment.

5. Actively seeks feedback on own performance.

6. Uses feedback to assess and improve own performance.

7. Invests appropriate time and energy in self-development and growth.

8. Maintains a high level of self-confidence.

9. Assumes full responsibility for self-management.

10. Perseveres in the face of performance obstacles for the achievement of personal
work objectives.

11. Establishes and maintains effective membership in work groups (work unit, teams,
task forces, and so forth).

12. Consistently chooses ethical courses of action for workplace behavior.

13. Effectively manages own anxiety.

14. Consistently demonstrates a bias to follow through on the completion of work objec-
tives to a successful conclusion.

15. Demonstrates the effective use of independent thinking, while at the same time not
inhibiting others from expressing their thoughts or ideas.

16. Successfully reduces both work and non-work stress by realistically assessing the
impact of stressors on the achievement of own objectives.
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Appendix  X I I

A Procedure Using Card-Sort Activities 
for Competency Identification

In competency identification and modeling work, competency card-sort activities are a group-
based, rapid response survey technique. When competency card-sort exercises are used, key
organization persons who share a common work area or job, production or management
knowledge, interest, responsibility, or other attribute are assembled and directed to priori-
tize or categorize competencies or a common set of highly related elements according to a
set of sorting criteria. Competency card-sort activities are especially useful when the researcher
needs to reduce, for example, a list of more than 100 competencies (such as those included
in this Toolkit) to the “critical few” competencies (i.e., 25 competencies) based upon a cri-
terion (i.e., identify the absolute minimum job competencies for successful performance, not
to exceed 25 in number).

In order to set up a competency card-sort activity, the subject matter of the competency
card-sort activity (in this case, a set of candidate competencies) is placed on a set of index
cards (or some other medium) where items can be selected and de-selected at the will of the
participant, along with any additional information that might be needed to achieve the objec-
tive(s) of the sort activity. Participants are given the card deck and are then instructed (usu-
ally through written instructions that are not likely to be misinterpreted) to sort the cards
into two or more piles based upon some criterion or a set of criteria. Participants might com-
plete the sort activity individually or as a member of a group, depending upon the researcher’s
objectives. When working in a group-based card-sort activity, the participants have an oppor-
tunity to defend their sort choices, to collaborate with others to gain greater understanding
of the issue(s) surrounding the sorting criteria, and to influence others. Group-based card-
sort activities have one disadvantage: persons who are hesitant to articulate their opinions
in a work group (maybe for fear of later retaliation) are not likely to “stand their own ground”
when a sort decision pivots on their response, or a sort decision is about to be made con-
trary to their experience or best judgment. On the other hand, some members of the partic-
ipant group might be overbearing and demanding regarding their sorting choices, thereby
introducing unnecessary bias in the sort outcomes. This is why additional reviews of the sort-
ing results by an external panel or set of observers makes good sense; inconsistencies gener-
ally will be addressed by subsequent reviews if the project staff member is aware that the
results might not be balanced.
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The language used to present the information included on the index cards must be clear,
unambiguous, and at or below the reading level of the participants. The information should
always be printed or word-processed with a moderate point size (e.g., Times New Roman,
13-point) to ensure easy readability by all participants, including those with impaired vision.

Participants for a competency card-sort exercise are selected based upon the objective(s)
or desired outcome(s) of the research. Generally, key people in the organization who have
specialized knowledge or experience with the topics associated with the project objectives
and of the competency card-sort activities are used as participants. When you wish to have
a “compare and contrast” analysis of the similarities and differences on some topic or sort
list between two respondent groups, then you can use quite different groups of respondents.
Your project objectives will determine just how this will be formulated. In competency iden-
tification work, the participants usually consist of one or more of the following: fully suc-
cessful job performers; exemplary or best-in-class job performers; job supervisors; job
managers; director-level management persons with excellent knowledge of the job require-
ments and their performance; and senior-level managers or executives who have the orga-
nization’s strategic directions in mind.

A critical success factor for using a competency card-sort activity is that the objectives
of the activity and the outcomes expected from the activity must be very well-defined and
they must be universally understood, without a doubt of any kind, by the participants.
Consequently, the sorting instructions must be crystal clear and absolutely consistent with
the objectives of the activity. Otherwise, the results will probably not serve the researcher’s
intentions. Worse yet, the researcher might not find out that the instructions were unclear
until the client starts using the results (incorrect outcomes from the competency card-sort
research) and experiences process failures.

Participants in card-sort activities can be asked to perform a variety of sorts, such as the
following:

❚ Sort by group members, arriving at a consensus on which items will or will not be
included in the final result, based upon a set criteria or a single criterion for doing
the sort

❚ Sort alone, based on set criteria for doing the sort
❚ Sort based on the perceived current importance of each sort item relative to a spe-

cific purpose (either singularly or as a member of a group)
❚ Sort based on the perceived future importance of each sort item relative to a spe-

cific purpose (either singularly or as a member of a group)
❚ Sort based on the perceived present strength of some attribute (either singularly

or as a member of a group)
❚ Sort based on a perceived future area(s) for development (either singularly or as

a member of a group)
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Participants can be given an opportunity to suggest additions or deletions to the card
contents, or to add additional topics to the activity as long as it meets the content require-
ment for the activity. 

Researchers keep competency card-sort instructions simple, so the sort results are as pre-
cise as possible. Card-sort activities can include the use of multiple sorts on a specific topic
in order to obtain refinements on the theme, or to reduce the outcomes to a specific few or
to include multiple criteria.

What would a typical competency card-sort activity look like in the competency research
area? In a job competency identification project, for example, let’s say that you need to deter-
mine the key competencies (not to exceed 25 competencies) that workers must possess and
use in appropriate ways for successful job performance. Supervisors of the workers, for exam-
ple, can be asked to identify up to 25 key or most critically essential competencies from a
universe of, let’s say, 150 candidate competencies. The card-sort participants can consist of
the five supervisors to whom all workers in the job report. The participants would be told
to complete one or more sort activities using directions (provided by the researcher) to sort
the 150 candidate competencies and narrow them down to 25 or fewer competency state-
ments. Participants for this card-sort activity are encouraged to verbally communicate with
each other and the group as a whole on issues that arise during the sorting process. Notice
also that the card sort activity can be used (with carefully described directions by the
researcher) to have the participants identify two sets of competencies: one set used by all suc-
cessful performers, including the exemplary performers, and a second set that exemplary
performers predominantly use that serves to distinguish their performance from those who
are fully successful. Quite obviously, clear criteria must be provided to the supervisors as
participants in this card sort activity in order for them to identify exemplary workers. 

Once the results of a card-sort activity are available, the researcher is prepared to pursue
(if deemed necessary) additional investigations to ensure the quality or precision of the out-
comes and products. It is obvious from the above example that card sorts can be used to arrive
at a wide variety of outcomes. The power of the process depends on the creativity and research
abilities of the user. Card sort outcomes provide the content or outputs needed by the user to
identify the similarities and to detect differences among several options or respondent groups.

Card-sort activities provide opportunities for groups of individuals to arrive at common
understandings that otherwise might have been difficult to achieve or that might never have
been achieved using other research methods. Discussions among the card sort participants
offer opportunities for the participants to better understand the issues, situations, policies,
and so forth that are associated with the sort objective(s). Once a competency list has been
determined, for example, direct job observation and/or facilitated discussions with job experts
can help the researcher determine highly specific, key behavioral indicators for each com-
petency. Many similar outcomes can be realized from the use of card-sort activities. The qual-
ity of the outcomes will depend on the quality of planning and preparation that was
completed.
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In summary, there are several benefits to using card-sort activities in addition to their use
for the identification of job competencies, including the following:

❚ They provide rapid results.
❚ Organization experts can whittle down large numbers of candidate options to

those most critically important. 
❚ Card sorts reveal the degrees of agreement and disagreement among key orga-

nization persons concerning performance and competency issues. 
❚ They cause the participants to be introspective about the issues, once they have

completed the activity. 
❚ They encourage a deeper level of dialogue and understanding among partici-

pants regarding job performance issues and organization improvement. 
❚ They help establish relationships among the participants that encourage future col-

laboration on important performance or other organization issues. 

There are some key requirements that must be addressed in order to be successful with
a card-sort activity. 

❚ The objectives of the research project must be crystal clear first to the researcher,
and then to the card-sort activity participants. 

❚ The instructions for completing the activity must be universally understood by all
participants in the activity. 

❚ The sorting sequence must be logical and rational; each sort should result in hav-
ing fewer items as a result of the sort instruction than was the case with prior sort
instructions. 

❚ When possible, a pilot test of the card-sort activity is advisable, but requires addi-
tional effort by the researcher and the persons who participate in the pilot test
cycle. 

❚ An opportunity should always be provided for the participants to include compe-
tencies and final results that might not have otherwise been included in the origi-
nal card deck. 

❚ The reading level of the card contents must be at or below the average reading
level of the participants.

Card-sort activities are one more tool every project manager should have in his or her
toolkit to collect quality competency identification information.

The Competency Toolkit
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Appendix  X I I I

Creating Your Own Card-Sort Pack 
for Competency Modeling with Persons

Performing Primarily Supervisory, 
Managerial, or Executive Work

Introduction and Preparation

Use the materials and instructions in this Appendix to create one or more card decks for
competency card-sort exercises, which are described in Appendix XII. Later in this Appendix
we provide a set of masters that you can use to print information from the competency
menu, found in Appendix X, on AveryTM 5095 adhesive labels (or their equivalent), which
are 4 inches long by 2 inches wide. In turn, the printed labels can be attached to index cards
to form a card deck. You should use index cards that are made of heavy stock and that are
larger than the labels that will be affixed to them. For construction of the card decks
described below, we suggest that you obtain at least 500 AveryTM 5095 self-adhesive labels
(or their equivalent) and at least 500 heavy-stock index cards larger than 4 inches long and
2 inches wide.

Instructions

Earlier we suggested that one way to identify and prioritize competencies is by using a card-
sort technique. To use this approach, you need index cards, self-adhesive labels, and a com-
petency menu. Elements of the competency menu are printed on the index cards; two
possibilities are described below.

The following competency card decks are frequently used by practitioners:

One deck, which accommodates sorting competency definitions, is prepared by affixing
the title and definition of each item from the competency menu, one title and definition per
card. Once constructed, the card deck will include 25 cards, or one card for each of the
twenty-five supervisory, managerial, or leadership competencies.

A second deck, which accommodates sorting based upon behavioral indicators, can be
prepared by affixing the title and definition of each competency included in the menu on the
first side of the index card. On the reverse side of the card, one of the behavioral indicators
for the competency is printed. It is helpful to print the entire competency definition on one
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side of the card as oftentimes participants have a need to reference the statement of a behav-
ioral indicator to a specific competency definition. Thus, if a competency (e.g., Conflict
Management) includes six behavior indicators, then six cards will be produced for the com-
petency, or one card for each behavior indicator. Once constructed, the complete card deck
represents all of the behavior indicators for the 25 competencies in the menu, and will include
144 cards, or one card for each of the 144 supervisory, managerial, or leadership behavior
indicators.

Obviously, the card deck that you construct and use depends entirely upon your objec-
tive(s).

The Competency Toolkit
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Conflict Management (1)

Definition: Anticipates or seeks to resolve 
confrontations, disagreements, 
or complaints in a constructive 
manner.

Conflict Management (2)

Definition: Anticipates or seeks to resolve 
confrontations, disagreements, 
or complaints in a constructive 
manner.

Conflict Management (3)

Definition: Anticipates or seeks to resolve 
confrontations, disagreements, 
or complaints in a constructive 
manner.

Conflict Management (4)

Definition: Anticipates or seeks to resolve 
confrontations, disagreements, 
or complaints in a constructive 
manner.

Conflict Management (5)

Definition: Anticipates or seeks to resolve 
confrontations, disagreements, 
or complaints in a constructive 
manner.

Conflict Management (6)

Definition: Anticipates or seeks to resolve 
confrontations, disagreements, 
or complaints in a constructive 
manner.

Creative Thinking and Its Application (1)

Definition: Develops insights into problems, or
creates a work environment that
encourages innovative thinking 
and “outside-the-box” solutions to
problems.

Creative Thinking and Its Application (2)

Definition: Develops insights into problems, or
creates a work environment that
encourages innovative thinking 
and “outside-the-box” solutions to
problems.



Creative Thinking and Its Application (3)

Definition: Develops insights into problems, or
creates a work environment that
encourages innovative thinking 
and “outside-the-box” solutions to
problems.

Creative Thinking and Its Application (4)

Definition: Develops insights into problems, or
creates a work environment that
encourages innovative thinking 
and “outside-the-box” solutions to
problems.

Customer Focus (1)

Definition: Adapts and maintains a customer-
focus mindset that acknowledges
the importance and value of the
customer, and acts accordingly.

Customer Focus (2)

Definition: Adapts and maintains a customer-
focus mindset that acknowledges
the importance and value of the
customer, and acts accordingly.

Customer Focus (3)

Definition: Adapts and maintains a customer-
focus mindset that acknowledges
the importance and value of the
customer, and acts accordingly.

Customer Focus (4)

Definition: Adapts and maintains a customer-
focus mindset that acknowledges
the importance and value of the
customer, and acts accordingly.

Decisiveness (1)

Definition: Assesses risks and takes the 
appropriate actions needed to
achieve work-unit objectives. 

Decisiveness (2)

Definition: Assesses risks and takes the 
appropriate actions needed to
achieve work-unit objectives. 



Decisiveness (3)

Definition: Assesses risks and takes the 
appropriate actions needed to
achieve work-unit objectives. 

Decisiveness (4)

Definition: Assesses risks and takes the 
appropriate actions needed to
achieve work-unit objectives. 

Decisiveness (5)

Definition: Assesses risks and takes the 
appropriate actions needed to
achieve work-unit objectives. 

Decisiveness (6)

Definition: Assesses risks and takes the 
appropriate actions needed to
achieve work-unit objectives. 

Evaluation (1)

Definition: Monitors work-unit programs, 
evaluates outcomes, and improves
organizational efficiency and 
effectiveness.

Evaluation (2)

Definition: Monitors work-unit programs, 
evaluates outcomes, and improves
organizational efficiency and 
effectiveness.

Evaluation (3)

Definition: Monitors work-unit programs, 
evaluates outcomes, and improves
organizational efficiency and 
effectiveness.

Evaluation (4)

Definition: Monitors work-unit programs, 
evaluates outcomes, and improves
organizational efficiency and 
effectiveness.



Evaluation (5)

Definition: Monitors work-unit programs, 
evaluates outcomes, and improves
organizational efficiency and 
effectiveness.

Evaluation (6)

Definition: Monitors work-unit programs, 
evaluates outcomes, and improves
organizational efficiency and 
effectiveness.

Evaluation (7)

Definition: Monitors work-unit programs, 
evaluates outcomes, and improves
organizational efficiency and 
effectiveness.

External Awareness (1)

Definition: Becomes and remains informed of
external trends, interests, and issues
with potential impacts on internal
organization policies, procedures,
operations, positions, and practices.

External Awareness (2)

Definition: Becomes and remains informed of
external trends, interests, and issues
with potential impacts on internal
organization policies, procedures,
operations, positions, and practices.

External Awareness (3)

Definition: Becomes and remains informed of
external trends, interests, and issues
with potential impacts on internal
organization policies, procedures,
operations, positions, and practices.

External Awareness (4)

Definition: Becomes and remains informed of
external trends, interests, and issues
with potential impacts on internal
organization policies, procedures,
operations, positions, and practices.

External Awareness (5)

Definition: Becomes and remains informed of
external trends, interests, and issues
with potential impacts on internal
organization policies, procedures,
operations, positions, and practices.



Financial Management and
Responsibility (1)

Definition: Prepares, justifies, and defends 
the work-unit budget required to
achieve unit objectives; monitors
profits and expenses to ensure
sound fiscal responsibility.

Financial Management and
Responsibility (2)

Definition: Prepares, justifies, and defends 
the work-unit budget required to
achieve unit objectives; monitors
profits and expenses to ensure
sound fiscal responsibility.

Financial Management and
Responsibility (3)

Definition: Prepares, justifies, and defends 
the work-unit budget required to
achieve unit objectives; monitors
profits and expenses to ensure
sound fiscal responsibility.

Financial Management and
Responsibility (4)

Definition: Prepares, justifies, and defends 
the work-unit budget required to
achieve unit objectives; monitors
profits and expenses to ensure
sound fiscal responsibility.

Financial Management and
Responsibility (5)

Definition: Prepares, justifies, and defends 
the work-unit budget required to
achieve unit objectives; monitors
profits and expenses to ensure
sound fiscal responsibility.

Financial Management and
Responsibility (6)

Definition: Prepares, justifies, and defends 
the work-unit budget required to
achieve unit objectives; monitors
profits and expenses to ensure
sound fiscal responsibility.

Financial Management and
Responsibility (7)

Definition: Prepares, justifies, and defends 
the work-unit budget required to
achieve unit objectives; monitors
profits and expenses to ensure
sound fiscal responsibility.

Financial Management and
Responsibility (8)

Definition: Prepares, justifies, and defends 
the work-unit budget required to
achieve unit objectives; monitors
profits and expenses to ensure
sound fiscal responsibility.



Flexibility (1)

Definition: Adapts to change in the work 
environment in ways that help work-
unit staff keep projects “on course.”

Flexibility (2)

Definition: Adapts to change in the work 
environment in ways that help work-
unit staff keep projects “on course.”

Flexibility (3)

Definition: Adapts to change in the work 
environment in ways that help work-
unit staff keep projects “on course.”

Human Resources Management:
Performance Management (1)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (2)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (3)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (4)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (5)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.



Human Resources Management:
Performance Management (6)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (7)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (8)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (9)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (10)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resources Management:
Performance Management (11)

Definition: Effectively manages the ongoing
performance of all staff assigned 
to the work unit.

Human Resource Management:
Enhancing the Quality of Work Life (1)

Definition: Uses available human resource
practices to enhance the quality 
of employees’ work life.

Human Resource Management:
Enhancing the Quality of Work Life (2)

Definition: Uses available human resource
practices to enhance the quality 
of employees’ work life.



Human Resource Management:
Staffing, Recruitment, Selection, 
and Assignment of Employees 
to the Work Unit (1)

Definition: Ensures the effective performance 
of staffing analyses, recruitment,
selection, and assignment of human
resources to the work unit.

Human Resource Management:
Staffing, Recruitment, Selection, 
and Assignment of Employees 
to the Work Unit (2)

Definition: Ensures the effective performance 
of staffing analyses, recruitment,
selection, and assignment of human
resources to the work unit.

Human Resource Management:
Staffing, Recruitment, Selection, 
and Assignment of Employees 
to the Work Unit (3)

Definition: Ensures the effective performance 
of staffing analyses, recruitment,
selection, and assignment of human
resources to the work unit.

Human Resource Management:
Staffing, Recruitment, Selection, 
and Assignment of Employees 
to the Work Unit (4)

Definition: Ensures the effective performance 
of staffing analyses, recruitment,
selection, and assignment of human
resources to the work unit.

Human Resource Management:
Staffing, Recruitment, Selection, 
and Assignment of Employees 
to the Work Unit (5)

Definition: Ensures the effective performance 
of staffing analyses, recruitment,
selection, and assignment of human
resources to the work unit.

Human Resource Management:
Staffing, Recruitment, Selection, 
and Assignment of Employees 
to the Work Unit (6)

Definition: Ensures the effective performance of
staffing analyses, recruitment, selec-
tion, and assignment of human
resources to the work unit.

Influencing (1)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.

Influencing (2)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.



Influencing (3)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.

Influencing (4)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.

Influencing (5)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.

Influencing (6)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.

Influencing (7)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.

Influencing (8)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.

Influencing (9)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.

Influencing (10)

Definition: Networks with and provides 
information to key groups and 
individuals, and uses influence, 
persuasion, and authority to
achieve objectives.



Interpersonal Skills (1)

Definition: Considers and appropriately
responds to the needs, feelings,
capabilities, and interests of others.

Interpersonal Skills (2)

Definition: Considers and appropriately
responds to the needs, feelings,
capabilities, and interests of others.

Interpersonal Skills (3)

Definition: Considers and appropriately
responds to the needs, feelings,
capabilities, and interests of others.

Interpersonal Skills (4)

Definition: Considers and appropriately
responds to the needs, feelings,
capabilities, and interests of others.

Interpersonal Skills (5)

Definition: Considers and appropriately
responds to the needs, feelings,
capabilities, and interests of others.

Interpersonal Skills (6)

Definition: Considers and appropriately
responds to the needs, feelings,
capabilities, and interests of others.

Leadership (1)

Definition: Identifies and adapts leadership
style to situations and people;
demonstrates high standards of
behavior; empowers subordinates;
provides motivating work or 
performance opportunities for 
subordinates.

Leadership (2)

Definition: Identifies and adapts leadership
style to situations and people;
demonstrates high standards of
behavior; empowers subordinates;
provides motivating work or 
performance opportunities for 
subordinates.



Leadership (3)

Definition: Identifies and adapts leadership
style to situations and people;
demonstrates high standards of
behavior; empowers subordinates;
provides motivating work or 
performance opportunities for 
subordinates.

Leadership (4)

Definition: Identifies and adapts leadership
style to situations and people;
demonstrates high standards of
behavior; empowers subordinates;
provides motivating work or 
performance opportunities for 
subordinates.

Leadership (5)

Definition: Identifies and adapts leadership
style to situations and people;
demonstrates high standards of
behavior; empowers subordinates;
provides motivating work or 
performance opportunities for 
subordinates.

Leadership (6)

Definition: Identifies and adapts leadership
style to situations and people;
demonstrates high standards of
behavior; empowers subordinates;
provides motivating work or 
performance opportunities for 
subordinates.

Management Control (1)

Definition: Ensures the integrity of organization
or work unit policies, procedures,
and processes.

Management Control (2)

Definition: Ensures the integrity of organization
or work-unit policies, procedures,
and processes.

Management Control (3)

Definition: Ensures the integrity of organization
or work unit policies, procedures,
and processes.

Management Control (4)

Definition: Ensures the integrity of organization
or work unit policies, procedures,
and processes.



Managing a Diverse Workforce (1)

Definition: Uses diversity elements in the 
workforce to advantage in the 
achievement of work-unit or 
organization objectives.

Managing a Diverse Workforce (2)

Definition: Uses diversity elements in the 
workforce to advantage in the 
achievement of work-unit or 
organization objectives.

Managing a Diverse Workforce (3)

Definition: Uses diversity elements in the 
workforce to advantage in the 
achievement of work-unit or 
organization objectives.

Managing a Diverse Workforce (4)

Definition: Uses diversity elements in the 
workforce to advantage in the 
achievement of work-unit or 
organization objectives.

Managing a Diverse Workforce (5)

Definition: Uses diversity elements in the 
workforce to advantage in the 
achievement of work-unit or 
organization objectives.

Oral Communication (1)

Definition: Effectively listens to others and
makes clear and effective oral 
presentations to individuals and
groups regarding work-unit or 
organization issues.

Oral Communication (2)

Definition: Effectively listens to others and
makes clear and effective oral 
presentations to individuals and
groups regarding work-unit or 
organization issues.

Oral Communication (3)

Definition: Effectively listens to others and
makes clear and effective oral 
presentations to individuals and
groups regarding work-unit or 
organization issues.



Oral Communication (4)

Definition: Effectively listens to others and
makes clear and effective oral 
presentations to individuals and
groups regarding work-unit or 
organization issues.

Oral Communication (5)

Definition: Effectively listens to others and
makes clear and effective oral 
presentations to individuals and
groups regarding work-unit or 
organization issues.

Planning (1)

Definition: Establishes policies, guidelines,
plans, and priorities required in
order to meet work-unit or 
organization objectives.

Planning (2)

Definition: Establishes policies, guidelines,
plans, and priorities required in
order to meet work-unit or 
organization objectives.

Planning (3)

Definition: Establishes policies, guidelines,
plans, and priorities required in
order to meet work-unit or 
organization objectives.

Planning (4)

Definition: Establishes policies, guidelines,
plans, and priorities required in
order to meet work-unit or 
organization objectives.

Planning (5)

Definition: Establishes policies, guidelines,
plans, and priorities required in
order to meet work-unit or 
organization objectives.

Planning (6)

Definition: Establishes policies, guidelines,
plans, and priorities required in
order to meet work-unit or 
organization objectives.



Planning (7)

Definition: Establishes policies, guidelines,
plans, and priorities required in
order to meet work-unit or 
organization objectives.

Problem Solving (1)

Definition: Recognizes and defines problems;
challenges subordinates to identify
alternative solutions, and plans to
solve those problems.

Problem Solving (2)

Definition: Recognizes and defines problems;
challenges subordinates to identify
alternative solutions, and plans to
solve those problems.

Problem Solving (3)

Definition: Recognizes and defines problems;
challenges subordinates to identify
alternative solutions, and plans to
solve those problems.

Problem Solving (4)

Definition: Recognizes and defines problems;
challenges subordinates to identify
alternative solutions, and plans to
solve those problems.

Problem Solving (5)

Definition: Recognizes and defines problems;
challenges subordinates to identify
alternative solutions, and plans to
solve those problems.

Self-Management (1)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (2)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.



Self-Management (3)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (4)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (5)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (6)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (7)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (8)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (9)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (10)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.



Self-Management (11)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (12)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (13)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Self-Management (14)

Definition: Engages in the effective use of self-
assessment and self-management
techniques in order to proactively
and continuously improve own 
performance.

Team Building (1)

Definition: Builds cohesive and productive
work teams, either as part of the
work unit or within the 
organization.

Team Building (2)

Definition: Builds cohesive and productive
work teams, either as part of the
work unit or within the 
organization.

Team Building (4)

Definition: Builds cohesive and productive
work teams, either as part of the
work unit or within the 
organization.

Team Building (3)

Definition: Builds cohesive and productive
work teams, either as part of the
work unit or within the 
organization.



Team Building (5)

Definition: Builds cohesive and productive
work teams, either as part of the
work unit or within the 
organization.

Team Building (6)

Definition: Builds cohesive and productive
work teams, either as part of the
work unit or within the 
organization.

Technical Competence (1)

Definition: Demonstrates technical proficiency
and comprehends its impact upon
work-unit responsibility.

Technical Competence (2)

Definition: Demonstrates technical proficiency
and comprehends its impact upon
work-unit responsibility.

Technical Competence (3)

Definition: Demonstrates technical proficiency
and comprehends its impact upon
work-unit responsibility.

Technical Competence (4)

Definition: Demonstrates technical proficiency
and comprehends its impact upon
work-unit responsibility.

Technology Management (1)

Definition: Manages the use of technologies in
the context of achieving work-unit
or organization objectives.

Technology Management (2)

Definition: Manages the use of technologies in
the context of achieving work-unit
or organization objectives.



Technology Management (3)

Definition: Manages the use of technologies in
the context of achieving work-unit
or organization objectives.

Technology Management (4)

Definition: Manages the use of technologies in
the context of achieving work-unit
or organization objectives.

Vision (1)

Definition: Develops and implements the use 
of a strategic vision of the 
organization in the future.

Vision (2)

Definition: Develops and implements the use 
of a strategic vision of the 
organization in the future.

Vision (3)

Definition: Develops and implements the use 
of a strategic vision of the 
organization in the future.

Vision (4)

Definition: Develops and implements the use 
of a strategic vision of the 
organization in the future.

Written Communication (1)

Definition: Effectively communicates in writing.

Written Communication (2)

Definition: Effectively communicates in writing.



1. Recognizes the potential for conflicts, 
confrontations, or disagreements.

(Conflict Management)

2. Resolves conflicts, confrontations, or 
disagreements in a constructive manner.

(Conflict Management)

3. Addresses formal and informal 
complaints from employees.

(Conflict Management)

4. Addresses formal and informal 
complaints from persons other than 
employees.

(Conflict Management)

5. Attempts to resolve employee complaints. 

(Conflict Management)

6. Attempts to resolve complaints from persons
other than employees. 

(Conflict Management)

1. Develops insights into the circumstances
surrounding problems or issues.

(Creative Thinking and Its Application)

2. Develops “outside-the-box” solutions to 
problems.

(Creative Thinking and Its Application)



3. Creates a work environment that 
encourages and accommodates the 
risks associated with having subordinates
create innovative solutions to problems 
or issues.

(Creative Thinking and Its Application)

4. Encourages subordinates to adopt 
non-traditional, innovative approaches 
to the completion of their daily work 
assignments.

(Creative Thinking and Its Application)

1. Actively seeks customer input on their
needs, requirements, preferences, and
feedback.

(Customer Focus)

2. Makes sure that customer needs or 
requirements are met by integrating them
into work-unit operations and outputs.

(Customer Focus)

3. Makes sure customer requirements or
expectations are met through the effective
use of communication or feedback systems.

(Customer Focus)

4. Regularly and consistently takes actions to
improve the quality of services or products
produced by the work unit.

(Customer Focus)

1. Completes risk analyses before making
decisions in uncertain situations.

(Decisiveness)

2. Acts decisively on own authority when
timely action is needed.

(Decisiveness)



3. Takes measured risks when it is necessary
to ensure that initiatives are moved forward.

(Decisiveness)

4. Makes difficult or unpopular decisions.

(Decisiveness)

5. Identifies and takes alternative actions
when the risks of taking standard or 
traditional approaches are too high.

(Decisiveness)

6. Manages own feelings of disappointment,
anger, etc., that come as a result of an
unpopular or difficult decision.

(Decisiveness)

1. Makes sure that work-unit activities, 
services, or products not only meet 
organization objectives but also 
customer needs and requirements.

(Evaluation)

2. Identifies and communicates to subordi-
nates how organizational and work-unit
results will be measured.

(Evaluation)

3. Identifies and communicates to 
subordinates how organizational and 
work-unit results will be assessed.

(Evaluation)

4. Monitors work-unit programs or activities
and makes sure that deficiencies or 
discrepancies are identified and corrected.

(Evaluation)



5. Participates in the evaluation of program 
or project outcomes or accomplishments.

(Evaluation)

6. Uses evaluation results to improve 
organizational or program efficiency.

(Evaluation)

7. Uses evaluation results to improve 
organizational or program effectiveness.

(Evaluation)

1. Keeps up-to-date with trends, interests, 
and issues external to the organization
that may affect not only the organization,
but also the work unit.

(External Awareness)

2. Considers the external impacts of work-unit
policies, procedures, or actions.

(External Awareness)

3. Reviews and makes recommendations 
for revisions of policies, procedures, 
or practices with external organizational
impacts.

(External Awareness)

4. Considers the influence of non-technical
factors on work-unit decisions.

(External Awareness)

5. Implements organization priorities and 
initiatives in order to accomplish 
organizational objectives or goals. 

(External Awareness)



1. Projects long-term financial requirements
needed to achieve work-unit objectives.

(Financial Management and Responsibility)

2. Prepares budgets for the work unit.

(Financial Management and Responsibility)

3. Knows and understands organization 
policies regarding budget preparation, 
submission, defense, and long-term 
administration.

(Financial Management and Responsibility)

4. Explains or justifies the work-unit budget to
other organization groups.

(Financial Management and Responsibility)

5. Monitors profits and expenses to ensure
work-unit effectiveness.

(Financial Management and Responsibility)

6. Monitors profits and expenses to ensure
work-unit profitability.

(Financial Management and Responsibility)

7. Oversees or helps procure equipment, facil-
ities, supplies, or services.

(Financial Management and Responsibility)

8. Fosters an environment where cost-benefit
outcomes are continuously improved.

(Financial Management and Responsibility)



1. Appropriately adapts own thoughts, 
feelings, and actions in response to 
ambiguity, new information, changing 
conditions, or unexpected obstacles.

(Flexibility)

2. Establishes an environment that encourages
rapid and responsive adaptation to
change, in ways that support the 
achievement of work-unit objectives.

(Flexibility)

3. Identifies and implements organization or
work-unit development opportunities that
help employees readily adapt to change.

(Flexibility)

1. Identifies and effectively communicates 
performance expectations to work-unit
employees.

(Human Resources Management: 
Performance Management)

2. Comprehensively assesses the performance
of individuals assigned to the work unit.

(Human Resources Management: 
Performance Management)

3. Identifies individual employee needs to
acquire and apply competencies.

(Human Resources Management: 
Performance Management)

4. Provides performance feedback to 
individuals assigned to the work unit.

(Human Resources Management: 
Performance Management)

5. Provides planned, on-the-job employee
learning opportunities.

(Human Resources Management: 
Performance Management)



6. Identifies need for external, formal
employee training beyond on-the-job 
training experiences.

(Human Resources Management: 
Performance Management)

7. Provides or arranges for formal training
opportunities for work-unit employees,
based upon individual needs.

(Human Resources Management: 
Performance Management)

8. Takes appropriate corrective or disciplinary
action with employees.

(Human Resources Management: 
Performance Management)

9. Recognizes and rewards performance
based upon performance standards and
organization or unit objectives.

(Human Resources Management: 
Performance Management)

10. Determines the need for employee orienta-
tion to the work unit and organization and
provides such opportunities.

(Human Resources Management: 
Performance Management)

11. Determines the need for employee career
development and provides opportunities,
when possible.

(Human Resources Management: 
Performance Management)

1. Uses human resource practices that 
promote good labor management and 
positive employee relationships.

(Human Resources Management: 
Enhancing the Quality of Work Life)

2. Actively supports subordinates’ participation
in programs, opportunities, or activities that
deal with employee well-being, such as
safety, health, life-career development, 
and family life.

(Human Resources Management: 
Enhancing the Quality of Work Life)



1. Completes comprehensive staffing analyses
and plans for needed or mandated
changes in the size or the composition 
of the work-unit staff.

(Human Resources Management: 
Staffing, Recruitment, Selection, 

and Assignment of Employees to the Work Unit)

2. Actively participates in recruiting or 
retaining staff.

(Human Resources Management: 
Staffing, Recruitment, Selection, 

and Assignment of Employees to the Work Unit)

3. Uses sound judgment within the 
boundaries of organizational and legally
mandated policies and procedures when
selecting staff or taking other 
human-resource actions.

(Human Resources Management: 
Staffing, Recruitment, Selection, 

and Assignment of Employees to the Work Unit)

4. Uses human-resource practices that further
affirmative action goals.

(Human Resources Management: 
Staffing, Recruitment, Selection, 

and Assignment of Employees to the Work Unit)

5. Accurately assesses the competencies 
possessed by available personnel.

(Human Resources Management: 
Staffing, Recruitment, Selection, 

and Assignment of Employees to the Work Unit)

6. Distributes work to personnel consistent
with their identified competencies and
experiences.

(Human Resources Management: 
Staffing, Recruitment, Selection, 

and Assignment of Employees to the Work Unit)

1. Networks with key individuals or groups in
order to accomplish objectives.

(Influencing)

2. Informs higher management, employees,
and others about objectives and efforts to
achieve those objectives.

(Influencing)



3. Represents the organization or program 
to others.

(Influencing)

4. Identifies and understands the interests 
of others when in a collaborative 
environment.

(Influencing)

5. Collaborates with others inside the 
organization to achieve objectives.

(Influencing)

6. Collaborates with others outside the 
organization to achieve objectives.

(Influencing)

7. Persuades others to adopt a course of
action.

(Influencing)

8. Uses power appropriately to achieve 
objectives.

(Influencing)

9. Uses authority appropriately to achieve
objectives.

(Influencing)

10. Uses influence appropriately to achieve
objectives.

(Influencing)



1. Considers the needs, feelings, and 
capabilities of others.

(Interpersonal Skills)

2. Responds to the needs, feelings, and 
capabilities of others, using feedback.

(Interpersonal Skills)

3. Provides positive feedback in a manner
that reinforces (or elicits) preferred 
behaviors.

(Interpersonal Skills)

4. Provides corrective or contrary feedback 
in a manner that is constructive.

(Interpersonal Skills)

5. Engineers a work environment where 
the equitable treatment of individuals is 
paramount.

(Interpersonal Skills)

6. Considers employee interests as well 
as competencies when assigning work 
to them.

(Interpersonal Skills)

1. Identifies one or more leadership styles
appropriate to a situation and the 
individuals involved.

(Leadership)

2. Adopts one or more leadership styles
appropriate to a situation and the 
individuals involved.

(Leadership)



3. Demonstrates the use of a high standard 
of behavior that reflects honesty, integrity,
trust, openness, and respect for others.

(Leadership)

4. Empowers subordinates to assess risks and
to take ethical action(s) in order to achieve
work-unit objectives.

(Leadership)

5. Provides motivating work or performance
opportunities that stimulate subordinates’
interests or preferences.

(Leadership)

6. Appropriately shares power or authority
with others commensurate with delegated
responsibilities.

(Leadership)

1. Exercises management control to ensure
that organization or work-unit policies 
are adhered to.

(Management Control)

2. Makes certain that organization or work-
unit procedures are maintained and 
appropriately used within the work unit.

(Management Control)

3. Assures the integrity of the organization’s
or work unit’s processes as they apply to
work-unit operations.

(Management Control)

4. Promotes the use of ethical practices and
procedures when managing the work unit.

(Management Control)



1. Recognizes the contributions of those who
have cultural, ethnic, gender, sexual 
preference, or other individual differences
toward the achievement of work-unit or
organizational objectives.

(Managing a Diverse Workforce)

2. Utilizes the benefits and contributions of
diversity when making work assignments.

(Managing a Diverse Workforce)

3. Provides employment opportunities that 
will make the workforce more diverse and
better able to meet unit objectives.

(Managing a Diverse Workforce)

4. Provides development opportunities for a
diverse workforce.

(Managing a Diverse Workforce)

5. Uses formal and informal methods to
increase the sensitivity of others to 
diversity issues.

(Managing a Diverse Workforce)

1. Demonstrates the use of effective listening
skills with others and reflects an under-
standing of what others are saying.

(Oral Communication)

2. Delivers clear oral presentations to 
individuals.

(Oral Communication)

3. Delivers effective oral presentations to 
individuals.

(Oral Communication)



4. Delivers clear oral presentations to groups.

(Oral Communication)

5. Delivers effective oral presentations to
groups.

(Oral Communication)

1. Establishes policies or guidelines for the
organization or work unit.

(Planning)

2. Develops strategic or other long-term plans
for the work unit or organization.

(Planning)

3. Adjusts strategic or other long-term plans 
to accommodate changing conditions or
circumstances.

(Planning)

4. Sets priorities for subordinates that will 
contribute to meeting work-unit or 
organization objectives.

(Planning)

5. Coordinates staff work that contributes to
meeting objectives.

(Planning)

6. Identifies the resources required to meet
objectives.

(Planning)



7. Coordinates across work-unit boundaries
within the organization to accomplish
objectives.

(Planning)

1. Anticipates potential problems, issues, 
and work-unit opportunities.

(Problem Solving)

2. Supports subordinates in their efforts to
identify and define problems or issues.

(Problem Solving)

3. Makes sure that subordinates gather the
correct information or data to address 
solutions to problems.

(Problem Solving)

4. Monitors subordinates’ use of qualitative 
or quantitative data and the analytical 
tools they use to solve problems.

(Problem Solving)

5. Encourages subordinates to develop 
alternative plans and solutions to solve
problems.

(Problem Solving)

1. Realistically assesses own strengths and
weaknesses and their impact on others 
relative to the requirements of the current
work assignments.

(Self Management)

2. Seeks and effectively uses performance
feedback from others.

(Self Management)



3. Works persistently toward one or more
agreed-upon objectives, despite 
opposition, distractions, and setbacks.

(Self Management)

4. Demonstrates a consistently high level of
self-confidence.

(Self Management)

5. Invests appropriate time and energy in 
self-development and growth.

(Self Management)

6. Manages own time effectively.

(Self Management)

7. Manages own time efficiently.

(Self Management)

8. Initiates appropriate action without being
directed to do so.

(Self Management)

9. Demonstrates genuine enthusiasm and a
desire to achieve work-unit and 
organization objectives.

(Self Management)

10. Demonstrates the effective use of patience
in day-to-day performance.

(Self Management)



11. Effectively manages one’s anxiety.

(Self Management)

12. Consistently demonstrates a commitment to 
follow-through on program or project tasks
and objectives to a successful conclusion.

(Self Management)

13. Demonstrates the effective use of 
independent thinking, while at the same
time not inhibiting the expression of the
thoughts or ideas of others.

(Self Management)

14. Successfully reduces both work and 
non-work stress by realistically assessing
the importance of the impacts of the 
stressors on achieving one’s objectives.

(Self Management)

1. Recognizes the value of using teams to
accomplish work-unit or organizational
objectives.

(Team Building)

2. Encourages cooperation through the use 
of appropriate verbal and nonverbal 
messages.

(Team Building)

3. Encourages teamwork through the use 
of appropriate verbal and nonverbal 
messages.

(Team Building)

4. Creates an environment that encourages
open communication among team members.

(Team Building)



5. Creates an environment that encourages
collective problem-solving among the team
members.

(Team Building)

6. Seeks consensus among diverse viewpoints
as a means of building group commitment.

(Team Building)

1. Demonstrates technical proficiency 
(including technical currency) in areas of
work-unit responsibility.

(Technical Competence)

2. Understands the technical difficulty and
complexity placed upon subordinates and
others because of the nature of their work.

(Technical Competence)

3. Accounts for the technical difficulty and
complexity of subordinates’ work at key
milestones in the production of work 
outputs or results.

(Technical Competence)

4. Ensures that subordinates appropriately
apply procedures, requirements, regula-
tions, or policies related to specialized
areas of expertise in the production of
work-unit outputs or results.

(Technical Competence)

1. Identifies technological changes, scientific
research, and automation options that
would support enhanced success in the
achievement of work-unit or organization
objectives.

(Technology Management)

2. Encourages staff to stay current and
informed about technological changes, 
scientific research, and automation.

(Technology Management)



3. Applies evolving technologies and 
methodologies to organization or 
work-unit needs.

(Technology Management)

4. Makes sure that all staff are trained and
performance-ready in the application of
new technology.

(Technology Management)

1. Develops a strategic vision of the 
organization’s future.

(Vision)

2. Shares and explains own strategic 
vision of the organization’s future with 
subordinates.

(Vision)

3. Promotes a broad sense of “ownership” of
the strategic vision amongst employees.

(Vision)

4. Champions organizational changes that
are based upon a strategic view of the
future.

(Vision)

1. Communicates facts and ideas in writing.

(Written Communication)

2. Reviews and critiques others’ writing in
ways that encourages their continuing 
support and contribution of ideas, 
especially those in written form, for 
work-unit and organization success.

(Written Communication)





Appendix  X IV

Creating Your Own Card-Sort Pack for 
Competency Modeling with Persons Performing

Individual Contributor or Staff Work

Introduction and Preparation

Use the materials and instructions in this Appendix to create one or more card decks for com-
petency card-sort exercises, which are described in Appendix XII. Later in this Appendix we
provide a set of masters that you can use to print information from the competency menu,
found in Appendix XI, on AveryTM 5095 adhesive labels (or their equivalent), which are 4
inches long by 2 inches wide. In turn, the printed labels can be attached to index cards to form
a card deck. You should use index cards that are made of heavy stock and that are larger than
the labels that will be affixed to them. For construction of the card decks described below, we
suggest that you obtain at least 500 AveryTM 5095 self-adhesive labels  (or their equivalent)
and at least 500 heavy-stock index cards larger than 4 inches long and 2 inches wide.

Instructions

Earlier we suggested that one way to identify and prioritize competencies is by using a card-
sort technique. To use this approach, you need index cards, self-adhesive labels, and a com-
petency menu. Elements of the competency menu are printed on the index cards; two
possibilities are described below.

The following competency card decks are frequently used by practitioners:

One deck, which accommodates sorting competency definitions, is prepared by affixing
the title and definition of each item from the competency menu, one title and definition per
card. Once constructed, the card deck will include 15 cards, or one card for each of the fif-
teen individual contributor or staff work competencies.

A second deck, which accommodates sorting based upon behavioral indicators, can be
prepared by affixing the title and definition of each competency included in the menu on the
first side of the index card. On the reverse side of the card, one of the behavioral indicators
for the competency is printed. It is helpful to print the entire competency definition on one
side of the card as oftentimes participants have a need to reference the statement of a behav-
ioral indicator to a specific competency definition. Thus, if a competency (e.g., Time Use and





Time Use and Management (1)

Definition: Effectively uses the time available 
to complete work tasks and 
activities that lead to the 
achievement of expected work
objectives (as results or outputs).

Time Use and Management (2)

Definition: Effectively uses the time available 
to complete work tasks and 
activities that lead to the 
achievement of expected work
objectives (as results or outputs).

Time Use and Management (3)

Definition: Effectively uses the time available 
to complete work tasks and 
activities that lead to the 
achievement of expected work
objectives (as results or outputs).

Time Use and Management (4)

Definition: Effectively uses the time available 
to complete work tasks and 
activities that lead to the 
achievement of expected work
objectives (as results or outputs).

Use of Money (1)

Definition: Responsibly spends financial
resources in ways that result in 
ultimate accomplishment of work-
unit or organizational objectives.

Use of Money (2)

Definition: Responsibly spends financial
resources in ways that result in 
ultimate accomplishment of work-
unit or organizational objectives.

Use of Money (3)

Definition: Responsibly spends financial
resources in ways that result in 
ultimate accomplishment of work-
unit or organizational objectives.

Use of Money (4)

Definition: Responsibly spends financial
resources in ways that result in 
ultimate accomplishment of work-
unit or organizational objectives.



Use of Money (5)

Definition: Responsibly spends financial
resources in ways that result in 
ultimate accomplishment of work-
unit or organizational objectives.

Use of Money (6)

Definition: Responsibly spends financial
resources in ways that result in 
ultimate accomplishment of work-
unit or organizational objectives.

Materials or Facilities Utilization (1)

Definition: Effectively and efficiently uses 
materials, supplies, parts, 
equipment, and organization 
facilities.

Materials or Facilities Utilization (2)

Definition: Effectively and efficiently uses 
materials, supplies, parts, 
equipment, and organization 
facilities.

Materials or Facilities Utilization (3)

Definition: Effectively and efficiently uses 
materials, supplies, parts, 
equipment, and organization 
facilities.

Materials or Facilities Utilization (4)

Definition: Effectively and efficiently uses 
materials, supplies, parts, 
equipment, and organization 
facilities.

Materials or Facilities Utilization (5)

Definition: Effectively and efficiently uses 
materials, supplies, parts, 
equipment, and organization 
facilities.

Materials or Facilities Utilization (6)

Definition: Effectively and efficiently uses 
materials, supplies, parts, 
equipment, and organization 
facilities.



Materials or Facilities Utilization (7)

Definition: Effectively and efficiently uses 
materials, supplies, parts, 
equipment, and organization 
facilities.

Materials or Facilities Utilization (8

Definition: Effectively and efficiently uses 
materials, supplies, parts, 
equipment, and organization 
facilities.

Team Membership (1)

Definition: Effectively participates and 
contributes as a member of a 
work team.

Team Membership (2)

Definition: Effectively participates and 
contributes as a member of a 
work team.

Team Membership (3)

Definition: Effectively participates and 
contributes as a member of a 
work team.

Team Membership (4)

Definition: Effectively participates and 
contributes as a member of a 
work team.

Team Membership (5)

Definition: Effectively participates and 
contributes as a member of a 
work team.

Peer Competency Acquisition and
Application (1)

Definition: Contributes to peer learning
designed to enhance peer 
performance in pursuit of the
achievement of work objectives.



Peer Competency Acquisition and
Application (2)

Definition: Contributes to peer learning
designed to enhance peer 
performance in pursuit of the
achievement of work objectives.

Peer Competency Acquisition and
Application (3)

Definition: Contributes to peer learning
designed to enhance peer 
performance in pursuit of the
achievement of work objectives.

Peer Competency Acquisition and
Application (4)

Definition: Contributes to peer learning
designed to enhance peer 
performance in pursuit of the
achievement of work objectives.

Peer Competency Acquisition and
Application (5)

Definition: Contributes to peer learning
designed to enhance peer 
performance in pursuit of the
achievement of work objectives.

Peer Competency Acquisition and
Application (6)

Definition: Contributes to peer learning
designed to enhance peer 
performance in pursuit of the
achievement of work objectives.

Customer or Client Service (1)

Definition: Provides services or products that
satisfy internal or external customers’
or clients’ needs or expectations.

Customer or Client Service (2)

Definition: Provides services or products that
satisfy internal or external customers’
or clients’ needs or expectations.

Customer or Client Service (3)

Definition: Provides services or products that
satisfy internal or external customers’
or clients’ needs or expectations.



Customer or Client Service (4)

Definition: Provides services or products that
satisfy internal or external customers’
or clients’ needs or expectations.

Customer or Client Service (5)

Definition: Provides services or products that
satisfy internal or external customers’
or clients’ needs or expectations.

Customer or Client Service (6)

Definition: Provides services or products that
satisfy internal or external customers’
or clients’ needs or expectations.

Leadership as an Individual Contributor
(1)

Definition: Assumes a leadership role, when
necessary, in order to improve work-
unit or organization performance.

Leadership as an Individual Contributor
(2)

Definition: Assumes a leadership role, when
necessary, in order to improve work-
unit or organization performance.

Leadership as an Individual Contributor
(3)

Definition: Assumes a leadership role, when
necessary, in order to improve work-
unit or organization performance.

Leadership as an Individual Contributor
(4)

Definition: Assumes a leadership role, when
necessary, in order to improve work-
unit or organization performance.

Leadership as an Individual Contributor
(5)

Definition: Assumes a leadership role, when
necessary, in order to improve work-
unit or organization performance.



Negotiation (1)

Definition: Works with peers or other 
organization members to achieve
agreement regarding work 
achievements or interests 
associated with them.

Negotiation (2)

Definition: Works with peers or other 
organization members to achieve
agreement regarding work 
achievements or interests 
associated with them.

Negotiation (3)

Definition: Works with peers or other 
organization members to achieve
agreement regarding work 
achievements or interests 
associated with them.

Negotiation (4)

Definition: Works with peers or other 
organization members to achieve
agreement regarding work 
achievements or interests 
associated with them.

Diversity (1)

Definition: Works effectively with both men
and women from a variety of
social, ethnic, political, or 
educational backgrounds.

Diversity (2)

Definition: Works effectively with both men
and women from a variety of
social, ethnic, political, or 
educational backgrounds.

Diversity (3)

Definition: Works effectively with both men
and women from a variety of
social, ethnic, political, or 
educational backgrounds.

Diversity (4)

Definition: Works effectively with both men
and women from a variety of
social, ethnic, political, or 
educational backgrounds.



Diversity (5)

Definition: Works effectively with both men
and women from a variety of
social, ethnic, political, or 
educational backgrounds.

Information (1)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (2)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (3)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (4)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (5)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (6)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (7)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.



Information (8)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (9)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (10)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (11)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (12)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (13)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Information (14)

Definition: Acquires, organizes, analyzes,
interprets, maintains, or 
communicates information 
needed to achieve work-unit or
organization objectives.

Systems (1)

Definition: Understands systems, including 
their interrelationships and 
impacts, and appropriately applies
that understanding to advance the
achievement of work-unit or 
organization objectives.



Systems (2)

Definition: Understands systems, including 
their interrelationships and impacts,
and appropriately applies that
understanding to advance the
achievement of work-unit or 
organization objectives.

Systems (3)

Definition: Understands systems, including 
their interrelationships and impacts,
and appropriately applies that
understanding to advance the
achievement of work-unit or 
organization objectives.

Systems (4)

Definition: Understands systems, including 
their interrelationships and impacts,
and appropriately applies that
understanding to advance the
achievement of work-unit or 
organization objectives.

Systems (5)

Definition: Understands systems, including 
their interrelationships and impacts,
and appropriately applies that
understanding to advance the
achievement of work-unit or 
organization objectives.

Systems (6)

Definition: Understands systems, including 
their interrelationships and impacts,
and appropriately applies that
understanding to advance the
achievement of work-unit or 
organization objectives.

Systems (7)

Definition: Understands systems, including 
their interrelationships and impacts,
and appropriately applies that
understanding to advance the
achievement of work-unit or 
organization objectives.

Systems (8)

Definition: Understands systems, including 
their interrelationships and impacts,
and appropriately applies that
understanding to advance the
achievement of work-unit or 
organization objectives.

Systems (9)

Definition: Understands systems, including 
their interrelationships and impacts,
and appropriately applies that
understanding to advance the
achievement of work-unit or 
organization objectives.



Technology (1)

Definition: Effectively works with a variety of
technologies.

Technology (2)

Definition: Effectively works with a variety of
technologies.

Technology (3)

Definition: Effectively works with a variety of
technologies.

Technology (4)

Definition: Effectively works with a variety of
technologies.

Technology (5)

Definition: Effectively works with a variety of
technologies.

Technology (6)

Definition: Effectively works with a variety of
technologies.

Technology (7)

Definition: Effectively works with a variety of
technologies.

Basic Skills Competencies (1)

Definition: These include the basic competencies
required for performing successful
work, including reading, writing,
arithmetic, appropriate uses of
mathematical and statistical 
procedures, and listening and
speaking competencies.



Basic Skills Competencies (2)

Definition: These include the basic competencies
required for performing successful
work, including reading, writing,
arithmetic, appropriate uses of
mathematical and statistical 
procedures, and listening and
speaking competencies.

Basic Skills Competencies (3)

Definition: These include the basic competencies
required for performing successful
work, including reading, writing,
arithmetic, appropriate uses of
mathematical and statistical proce-
dures, and listening and speaking
competencies.

Basic Skills Competencies (4)

Definition: These include the basic competencies
required for performing successful
work, including reading, writing,
arithmetic, appropriate uses of
mathematical and statistical 
procedures, and listening and
speaking competencies.

Basic Skills Competencies (5)

Definition: These include the basic competencies
required for performing successful
work, including reading, writing,
arithmetic, appropriate uses of
mathematical and statistical 
procedures, and listening and
speaking competencies.

Basic Skills Competencies (6)

Definition: These include the basic competencies
required for performing successful
work, including reading, writing,
arithmetic, appropriate uses of
mathematical and statistical 
procedures, and listening and
speaking competencies.

Basic Skills Competencies (7)

Definition: These include the basic competencies
required for performing successful
work, including reading, writing,
arithmetic, appropriate uses of
mathematical and statistical 
procedures, and listening and
speaking competencies.

Thinking Competencies (1)

Definition: Acquires and applies creative 
thinking, decision-making, and
problem-solving competencies; 
uses visioning, individual learning,
and reasoning techniques to 
support the completion of daily
work tasks and activities.

Thinking Competencies (2)

Definition: Acquires and applies creative 
thinking, decision-making, and
problem-solving competencies; 
uses visioning, individual learning,
and reasoning techniques to 
support the completion of daily
work tasks and activities.



Thinking Competencies (3)

Definition: Acquires and applies creative 
thinking, decision-making, and
problem-solving competencies; 
uses visioning, individual learning,
and reasoning techniques to 
support the completion of daily
work tasks and activities.

Thinking Competencies (4)

Definition: Acquires and applies creative 
thinking, decision-making, and
problem-solving competencies; 
uses visioning, individual learning,
and reasoning techniques to 
support the completion of daily
work tasks and activities.

Self-Management Competencies (1)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (2)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (3)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (4)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level 
of self-management that contributes
to sustained high performance.

Self-Management Competencies (5

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (6)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.



Self-Management Competencies (7)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (8)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (9)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (10)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (11)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (12)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (13)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (14)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.



Self-Management Competencies (15)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.

Self-Management Competencies (16*)

Definition: Exhibits full responsibility for one’s
own work achievements and 
consistently maintains a high level
of self-management that contributes
to sustained high performance.



1. Selects objective-relevant work tasks and
activities for action.

(Time Use and Management)

2. Ranks objective-relevant tasks and 
activities in the appropriate order for 
their completion, relative to expectations.

(Time Use and Management)

3. Accurately allocates the time available for
the completion of the tasks and activities.

(Time Use and Management)

4. Prepares and follows schedules for the 
successful completion of the tasks and 
activities.

(Time Use and Management)

1. Prepares a budget for the work to be 
performed and the results or outputs to be
achieved.

(Use of Money)

2. Uses existing budget information to 
monitor the expenditure of money for the
work to be performed.

(Use of Money)

3. Prepares financial forecasts.

(Use of Money)

4. Uses financial forecasts for planning or
decision-making purposes.

(Use of Money)



5. Maintains financial records or records 
of financial transactions associated with
production of the expected outputs or
results.

(Use of Money)

6. Makes adjustments in the use of financial
resources in order to achieve program or
organization objectives.

(Use of Money)

1. Acquires materials, supplies, parts, or
equipment.

(Materials or Facilities Utilization)

2. Stores materials, supplies, parts, or 
equipment.

(Materials or Facilities Utilization)

3. Allocates materials, supplies, parts, or
equipment.

(Materials or Facilities Utilization)

4. Uses materials, supplies, parts, or 
equipment to achieve work-unit objectives.

(Materials or Facilities Utilization)

5. Acquires facilities or space.

(Materials or Facilities Utilization)

6. Creates or acquires from others the facility
or space modification plans that make the
best use of same.

(Materials or Facilities Utilization)



7. Allocates facilities or facility space for use
by others that makes the best use of same.

(Materials or Facilities Utilization)

8. Uses a facility or facility space to best
advantage to achieve work objectives.

(Materials or Facilities Utilization)

1. Works cooperatively with fellow team 
members. 

(Team Membership)

2. Contributes ideas to the team.

(Team Membership)

3. Contributes suggestions to the team.

(Team Membership)

4. Contributes work effort to the team 
commensurate with the team’s expectations
of the member.

(Team Membership)

5. Shares any accomplishment awards
received while a member of a work team
with other team members.

(Team Membership)

1. Assesses, either formally or informally, the
learning and competency-development
needs of one’s peers.

(Peer Competency Acquisition and Application)



2. Plans learning activities for peers, either
formally or informally, that will enhance
their job performance.

(Peer Competency Acquisition and Application)

3. Delivers learning opportunities to peers 
that will contribute to enhanced job
performance.

(Peer Competency Acquisition and Application)

4. Recommends learning opportunities to
peers that will contribute to their 
enhanced job performance.

(Peer Competency Acquisition and Application)

5. Assesses the degree of peer learning that
has resulted from a learning opportunity,
and provides supportive feedback to the
peer on remaining gaps in competencies
and their applications.

(Peer Competency Acquisition and Application)

6. Helps peer learners correctly apply the
acquired competencies on the job to
achieve work objectives.

(Peer Competency Acquisition and Application)

1. Identifies customer/client needs or 
expectations.

(Customer or Client Service)

2. Clarifies customer/client needs or 
expectations, when doubt exists.

(Customer or Client Service)

3. Establishes a schedule or plan for 
satisfying customers’ or clients’ needs 
and expectations.

(Customer or Client Service)



4. Pursues the completion of work objectives
that supports meeting customer or client
needs and expectations.

(Customer or Client Service)

5. Delivers services or products to the client or
customer in a timely manner.

(Customer or Client Service)

6. Follows up with the customer or client in a
timely manner to ensure that the services or
products were satisfactory.

(Customer or Client Service)

1. Challenges existing work unit or 
organizational policies, procedures, or
plans when such action is in the best 
interests of work-unit or organization 
success.

(Leadership as an Individual Contributor)

2. Formulates ideas focused on improving
work-unit or organization performance.

(Leadership as an Individual Contributor)

3. Communicates ideas to justify a leadership
position in a way that will support buy-in.

(Leadership as an Individual Contributor)

4. Convinces or persuades others to support
their position.

(Leadership as an Individual Contributor)

5. Sees objectives through to a successful 
conclusion.

(Leadership as an Individual Contributor)



1. Identifies individual issues or interests for 
a work-unit or organization-wide situation.

(Negotiation)

2. Assesses the strength of the issues or inter-
ests held by each of the parties.

(Negotiation)

3. Creates or identifies as many “win-win”
alternatives or strategies as possible so 
that all parties to a negotiation process 
can achieve mutual objectives.

(Negotiation)

4. Communicates “win-win” alternatives or
strategies to the involved parties in ways
that result in mutual acceptance.

(Negotiation)

1. Recognizes the value of the contributions 
of members of a diverse work group.

(Diversity)

2. Demonstrates respect for cultural, religious,
socioeconomic, educational, gender, 
sexual preference, and other differences
among co-workers.

(Diversity)

3. Addresses differences among co-workers
with respect.

(Diversity)

4. Address differences among co-workers 
with dignity.

(Diversity)



5. Sees staff diversity as an advantage and
seeks innovative ways to put those 
differences to positive use toward 
accomplishing organizational goals. 

(Diversity)

1. Acquires information pertinent to the
achievement of one or more work-unit 
or organization objectives.

(Information)

2. Organizes information in ways that make 
it useful for the achievement of work-unit 
or organization objectives.

(Information)

3. Analyzes information to identify new or 
different work-unit or organization 
objectives.

(Information)

4. Interprets information in terms of its use 
for the achievement of work-unit or 
organization objectives.

(Information)

5. Creates an information retrieval system 
that users find to be effective.

(Information)

6. Creates an information retrieval system 
that users find to be efficient.

(Information)

7. Maintains information in a retrieval 
system that users find to be effective.

(Information)



8. Maintains information in a retrieval 
system that users find to be efficient.

(Information)

9. Communicates information to others in
effective ways.

(Information)

10. Communicates information to others in 
efficient ways.

(Information)

11. Uses computers to process information.

(Information)

12. Uses computers to create an information
retrieval system.

(Information)

13. Uses computers to maintain an information
retrieval system.

(Information)

14. Uses computers to communicate 
information to others.

(Information)

1. Understands one’s own work and work
objectives, as well as those of one’s 
colleagues in the work unit and associated
work units.

(Systems)



2. Understands the interrelationships among
work objectives (including their placement
within the organization) that must be 
coordinated in order to achieve success.

(Systems)

3. Understands the subtle connections among
parts of a work system.

(Systems)

4. Anticipates the consequences of change 
on one or more work system elements.

(Systems)

5. Corrects one’s performance when 
impacted by a work-system change.

(Systems)

6. Identifies trends or unexpected changes 
in work system performance.

(Systems)

7. Identifies corrections that are necessary
when a work system malfunctions.

(Systems)

8. Makes or recommends corrections when 
a work system malfunctions.

(Systems)

9. Designs new or alternative work systems.

(Systems)



1. Evaluates technology solutions to achieve
individual, work unit, or organization
objectives.

(Techology)

2. Selects technology solutions to achieve 
individual, work unit, or organization
objectives.

(Techology)

3. Recommends technology solutions to
achieve individual, work-unit, or 
organization objectives to managers or
decision-makers.

(Techology)

4. Applies technologies to perform work 
tasks, throughout set-up and operation
phases.

(Techology)

5. Maintains technology applications in
proper working order.

(Techology)

6. Establishes or applies preventative proce-
dures for technical devices or applications.

(Techology)

7. Identifies or solves problems involving the
use of technology solutions.

(Techology)

1. Locates needed written information in 
published material and in documents 
such as graphs, charts, schedules, and
equipment manuals.

(Basic Skills Competencies)



2. Comprehends written information in 
published material and in documents 
such as graphs, charts, schedules, and
equipment manuals.

(Basic Skills Competencies)

3. Interprets written information in published
material and in documents such as graphs,
charts, schedules, and equipment manuals.

(Basic Skills Competencies)

4. Communicates thoughts, ideas, feelings,
messages, or other information in written
form (e.g., letters, flow charts).

(Basic Skills Competencies)

5. Accurately performs basic arithmetic 
computations, including—at a minimum—
the operations of addition, subtraction, 
multiplication, and division.

(Basic Skills Competencies)

6. Chooses and applies the use of 
mathematical or statistical principles, 
or algorithms to analyze data or solve
problems.

(Basic Skills Competencies)

7. Receives, interprets, and responds to 
verbal messages.

(Basic Skills Competencies)

1. Generates new ideas, concepts, plans, or
approaches.

(Thinking Competencies)

2. Identifies problems, envisions solution 
alternatives, and identifies the risks 
associated with them; then chooses the
decision alternative(s) that will contribute 
to achieving work-unit or organization
objectives.

(Thinking Competencies)



3. Uses “organizing” techniques to organize
and process information that leads to new
or different approaches to meeting work
objectives.

(Thinking Competencies)

4. Examines the relationships among two 
or more items or objects and identifies a
rule or principle that can be used to solve
one or more work-unit or organization
problems.

(Thinking Competencies)

1. Exhibits a high level of effort in the 
achievement of personal work objectives.

(Self-Management Competencies)

2. Takes full responsibility for one’s own work
achievements.

(Self-Management Competencies)

3. Initiates appropriate action without being
directed to so.

(Self-Management Competencies)

4. Realistically assesses one’s strengths and
weaknesses and their impacts on others 
relative to the requirements of one’s current
work assignment.

(Self-Management Competencies)

5. Actively seeks feedback on own 
performance.

(Self-Management Competencies)

6. Uses feedback to assess and improve own
performance.

(Self-Management Competencies)



7. Invests appropriate time and energy in 
self-development and growth.

(Self-Management Competencies)

8. Maintains a high level of self-confidence.

(Self-Management Competencies)

9. Assumes full responsibility for self-
management.

(Self-Management Competencies)

10. Perseveres in the face of performance
obstacles for the achievement of personal
work objectives.

(Self-Management Competencies)

11. Establishes and maintains effective 
membership in work groups (work unit,
teams, task forces, and so forth).

(Self-Management Competencies)

12. Consistently chooses ethical courses of
action for workplace behavior.

(Self-Management Competencies)

13. Effectively manages own anxiety.

(Self-Management Competencies)

14. Consistently demonstrates commitment to
follow-through on the completion of work
objectives to a successful conclusion.

(Self-Management Competencies)



15. Demonstrates the effective use of 
independent thinking, while at the same
time not inhibiting others from expressing
their thoughts or ideas.

(Self-Management Competencies)

16. Successfully reduces both work and 
non-work stress by realistically assessing
the impact of stressors on the achievement
of own objectives.

(Self-Management Competencies)



Appendix  XV

A Sample Competency Identification Strategy

Introduction

We presented and discussed numerous approaches, suggestions, and ways of identifying com-
petencies and getting support from key organization leaders to support them. Presented below
is a sample strategy that makes use of some of these techniques in a typical organization set-
ting. If you have read Part II of this Toolkit, then you probably already recognize that there
are many ways to achieve the project objectives noted below. Organization conditions will
heavily factor into your strategy decisions and this is where your organization’s talent can
be tapped to design the most appropriate and useful strategy for competency identification.

Project Objective

The objective of this competency identification project is to identify personal functioning
competencies (hereafter referred to as “competencies”) for service workers who hold job X
and who provide service to external customers. The identification of the technical compe-
tencies for these workers was completed several months ago. 

There is an additional requirement to differentiate the competency set into two distinct sets:

❚ Competencies that must be used by all fully successful service workers for suc-
cessful job performance

❚ Competencies used more frequently and in appropriate ways by exemplary ser-
vice workers that distinguish their performance from that of other (fully successful)
service workers

At project inception, the service manager asked the competency project manager to iso-
late the competencies used by exemplary performers that distinguish their performance, and
those competencies used by both the fully successful and the exemplary service workers.
Management’s long-term objective was to help its fully successful service workers achieve or
approach “best-in-class” performance, with the ultimate objective of improving customer
service. From a competency-based performance improvement perspective, the project man-
ager was expected to help the service manager identify the competencies that distinguish
superior performance, assess whether they possessed those competencies and how they used



them, and then help the manager to formulate individual development plans to close the
competency gaps in ways that would help all service workers achieve superior performance.

How the Competency Model Will Be Used

Customer service ratings of the quality of service rendered by department workers had seri-
ously and constantly declined over the past four months, and performance needs analyses
revealed that the gap lies in the area of employees’ competency foundations. The terminal
objective of this project was to improve the overall performance of its service workers with
these improvements reflected in customer ratings of its service workers. 

Given the information above, the first objective of the department’s performance man-
agement was to accurately assess the competencies held by the service workers. The second
objective was to use the competency assessment results to establish individual development
plans for all service workers, including the already exemplary performers. Finally, for select
competencies, the organization would plan and deliver competency-based training specific
to the job performance requirements and how the competencies are used to provide the level
of service expected by management and customers. Other competency development activi-
ties would be identified when a smaller “critical mass” of service workers acquired and
learned how to apply those competencies in correct ways. 

Circumstances Impacting the Project

Organization management (at the vice president level) agreed to underwrite the project up
to and through the identification of competencies for the service worker job. The compe-
tencies would be reviewed by senior management in the department, who would be briefed
by (among others) the project manager and the project sponsor (the manager, customer ser-
vice) who would collaboratively illustrate how the competencies will be used at later project
steps. The advantages of completing this work would also be explained. At that time, man-
agement would decide whether or not to continue to underwrite the resources to complete
the project through individual development planning.

The target employee group consisted of 50 individual contributor service workers who
report to five supervisors. Each supervisor is responsible, on the average, for ten service work-
ers. The five supervisors report to the company’s service manager. The service workers, super-
visors, and the service manager are located in the same facility. A detailed job description
existed for the job, but was not up-to-date and little or no attention was paid to its contents
by workers, supervisors, or the department manager; the perception was that workers “know
their job and how to do it anyway.” They believed that job descriptions are only important
because the human resource manager says they are important. A job description is used as
part of the information package that is given to job candidates when they request it during
the job application process for the service worker job. However, once the person is hired,



they are told, “Oh ignore that, it doesn’t tell you what you have to do in this job. Just listen
to and watch me and Henrietta, and you will find out what to do. We’ll show you how to
do this job.”

The job results and tasks were published, but had not been reviewed and revised for some
time. Whether or not they accurately represented the job as performed is not known. The
organization routinely collects, analyzes, and reports customer satisfaction data to the man-
ager, supervisors, and service workers. Job performance standards that distinguished worker
performance as Exemplary, Fully Successful, or Unsuccessful are available; however, they
needed to be reviewed and most probably revised.

Sample Project Strategy

The service supervisors had key roles for the completion of the work described below. The
project manager or a professional facilitator would be responsible for facilitating the work
sessions described below.

BRIEFING THE SERVICE SUPERVISORS

Agenda:
� Explain purposes of the project, including expected project outcomes
� Provide information on job analysis data, their use, and the value of com-

petencies for performance improvement
� Explain supervisors’ roles for project development and implementation and

the benefits to them, their subordinates, and the organization
� Review Position Description for service job held by their subordinates
� Verify accuracy and a possible need to revise any or all of the following: job

activities; job results/outputs; job tasks; job performance measures
� Summarize session activities and establish a date, time, and location for a

half-day work session (or less, depending upon outcomes of the job analysis
review above) 

� Adjournment

Outcomes:
� Supervisors’ comprehension and buy-in of the project objectives
� Preliminary assessment of the job information for service employees
� Commitment for follow-up work session





INFORMAL BRIEFING FOR PROJECT

Following completion of the initial briefing session with the service supervisors,
the Project Manager will inform the Project Steering Committee of the outcomes
and will seek guidance from the committee members on the solution of prob-
lems raised by the supervisors or with other aspects of project development.
The Project Manager will also seek guidance from the steering committee regard-
ing an upcoming information discussion with the Service Manager regarding
project status.

INFORMATION DISCUSSION WITH SERVICE MANAGER

The Project Manager will informally meet with the Service Manager in order to
inform her or him regarding the outcomes of the work session with the service
supervisors. This will be a time to explore performance roadblocks or other key
items that were revealed during the supervisors’ briefing session. It is also a
time to inform the Service Manager of future project plans, to receive feedback,
answers, questions, and finally to enlist support that is needed in order to accom-
plish those plans.

WORK SESSION WITH SUPERVISORS: JOB ELEMENTS

Agenda:
� Revise service workers’ job activities, as required, to reflect current practice
� Revise service workers’ job results, as required, to reflect current practice
� Revise service workers’ job tasks, as required, to reflect current practice
� Revise service workers’ job performance standards, as required, to reflect

current practice
� Assign service supervisors the responsibility of identifying individuals who

qualify as “exemplary” performers, prior to the next work session

Outcomes:
� Updated job activities list
� Updated job results list
� Updated job tasks list
� Updated job performance standards
� Interim task assignment



BRIEFING FOR PROJECT STEERING COMMITTEE

Agenda:
� Review agenda items for work session conducted with the service supervisors
� Present and facilitate discussion on the elements of a briefing sheet showing

the updated job activities, results, tasks, and job performance standards
� Obtain feedback and suggestions on the job elements materials
� Seek endorsement of the Steering Committee for the job elements materials
� Ask for suggestions as to how to communicate job elements information to

the Service Manager
� Inform committee members of next steps for the project

Outcomes:
� Committee members understand importance and content of work session

activities with the service supervisors
� Committee members understand and endorse job elements information
� Committee now has a list of suggestions for obtaining Service Manager’s

endorsement of the job elements data 

BRIEFING FOR THE SERVICE MANAGER

The first objective of this briefing session is to obtain the Service Manager’s
endorsement of the job factors information. The second objective of the session
is to inform her or him about the next steps, and also to invite the Service
Manager to open the next service supervisors’ work session with supportive
comments. 

WORK SESSION WITH SUPERVISORS: DRAFT COMPETENCY LISTS

Agenda:
� Allow time for supportive comments from the Service Manager 
� Provide an overview of the briefing sessions with the Steering Committee and

the Service Manager 
� Introduce and explain the outcomes required from the present work session
� Review concepts regarding the foundations of competency-based perfor-

mance management and the benefits to service workers and the organiza-
tion of adopting such an approach 



� Review and explain the steps and outcomes of a competency card-sort activity. 
� Facilitate a work session using a competency card-sort activity (with the option

to include competencies that may be required but were not included among
those in the card-sort deck) in order to create two draft lists of competencies:
one list for the competencies of all fully successful performers (including exem-
plary performers), and a second list of competencies primarily and more fre-
quently used by exemplary service workers that distinguish their performance.

� Provide an overview of future project tasks, the completion of which will result
in two valid competency lists: one list that includes the competencies used by
all successful service workers, and the other, a list of the competencies that
are predominantly (and more frequently) used by exemplary service work-
ers in ways that distinguish their service to customers. 

Outcome:
� Draft competency lists for service workers

WORK SESSION WITH EXEMPLARY SERVICE WORKERS: 
DRAFT COMPETENCY LISTS

Pre-session Work:

Identify two exemplary service workers (a representative for project participa-
tion and an alternate) from each supervisor’s work unit for participation in this
step of project development. Inform the service workers of the general objec-
tive of the session and list their roles and responsibilities. Inform them of the
date, time, and location of the meeting.

Agenda:
� List and explain the project objectives; answer questions. 
� Brief service workers on competency-based performance improvement con-

cepts, including the meaning of competencies. 
� Explain the value of the project outcomes to service workers and the

organization. 
� Distribute the updated job analysis data; ask service workers to confirm the

validity of the information relative to their job as they perform it daily. 





Appendix  XV I

Compe tency  Mode l  Templa te

Competency Model Template

Competency Model

Job Title/Work Group Title

Date

Terminal Work Outputs or Results

Competencies and Behavioral Indicators

Competency Title Competency Definition/Behavioral Indicators




