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This binder contains a copy of each overhead
used in this program, as well as other material
of relevance.  

It is intended to be your “back on-the-job”
reference.  Please feel free to write whatever
comments and notes you find useful in it.

The program is organized into modules.  Each
module is a separate section.  Each module
starts with a statement of its objectives. 

Each overhead is presented as the top page in a
2 page layout.  An associated notes page (the
bottom page) provides additional information.

The sequential page number of each page in the
entire document is in the box on the lower right
hand corner.   

Each module’s title block is in the right middle
bottom of each page.  Each overhead page is
sequentially numbered within the module.  It is
followed by an associated note page, which
expands on the overhead, or provides room for
your own notes. 

The Overhead
Page

The Note Page
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Who is Roelf Woldring?
• currently consulting in competency

management, business process re-
engineering and organizational change

• by experience: a systems professional

• by training: an organizational psychologist
(currently a research associate at Henley
Management College in England, doing research on
the cognitive maps  and competencies of systems
developers)

• designs and delivers competency
development programs in:
- IDEF Based Business Process Mapping and  
Re-engineering

- Getting the Right Facts: 
Fact Gathering Interviewing Skills

- Facilitating Work Teams

Dynamics of Change

People

Change

Information Technology
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Typical consulting assignments from the past 8 years include:

° Competency modeling consultant and project manager for a joint venture involving a major North American document company planning
to introduce competency management products and services to the North American market place.  

° Competency management assessment for Ministry of Consumer and Commercial Relations, Ontario. 

° Business re-engineering coach for work flow rationalization project teams at: CRS Sirrine Engineers Inc., Greenville, South Carolina;
American Savings Bank, Irvine, California;  and AT&T Capital Corporation, Morristown, New Jersey.

° Advanced consulting facilitation skills training for the business systems architecture consulting team at the Royal Bank of Canada,
Toronto.  Designed and delivery of advanced interviewing and group facilitation skills training programs for Price Waterhouse Canada.

° Project management, systems development methodology and work flow rationalization consulting to the Information Systems Group at
Export Development Corporation, Ottawa, Ontario (essentially a business process re-engineering of this IT group).

° IDEF-based process re-engineering training for KPMG Peat Marwick (US Financial Services practice), Paramax Corporation (Virginia), U.S.
Army (Electronic Communications Command), Wang Laboratories (Boston, Washington),  Dynamics Research Corporation (Boston),
United States Air Force (Transportation Command), Shawmut Bank (Boston), Prime Computer Vision (Boston), Banco Nacional S.A. (Sao
Paulo, Brazil), Reynolds Electrical Engineering Corporation (Las Vegas Nevada Nuclear Test Site).

° Advisory business systems architect to a Canadian Imperial Bank of Commerce group responsible for ensuring the preparation of the
information and operational models necessary to implement a new information architecture throughout the bank.

° Assignment as the Vice-President, Products at Legalware, a Toronto based software product company developing and marketing
document modeling and litigation support software.  Responsible for the product development and marketing turn around strategies.  

°  Information systems architecture, strategic business system planning and organizational design assignments for Magna International, a
Canadian automobile parts manufacturing firm.

Consulting Focus

Career History Education

• Managing Partner, Workplace Competence International, 1994 ...
• Managing Director, Woldring and Company, 1986 -1994
• Director, Corporate Information Systems,  TransCanada PipeLines Limited,  1981-1986
• Consultant in private practice, 1977-1981
• Assistant to the Manager of Operations, University Management Systems, 

McGill University, 1971-1976
• Critical Path Method Analyst, Shawinigan Engineering Limited, 1971
• Analyst, Automated Customer Services,  Bank of Nova Scotia, 1969-1971
• A variety of positions, from office boy to programmer analyst 

in 3 Montreal area firms from 1964 to 1969

• Doctor of Business Administration (DBA) Associate, Henley Management College, 
Henley-on-Thames, England, 1993 …

• Ph.D. Candidate, Business Administration, University of Massachusetts, 1980  
(Left with MBA equivalent).

• Graduate, Trainer Development Program, Centre for Human Relations, 
Concordia University 1977.

• 2 years additional study in Organizational Psychology and Applied Social Science, 1976.
• B.A., Philosophy and Sociology, Concordia University, Montreal, 1973 (Evening Program).



Competency Management: HR For Adults
© Workplace Competence International Limited
Toronto, Ontario, Canada   April - May 1995

Introduction

Overhead 3
5

M
o
d
u
l
e

Administrivia and Logistics

• this facility:  where things are

• start and stop times (breaks, lunch, closure ...)

• the equipment: why it is here

• how we will work together today

- small groups
- experiential work
- concepts following
- discussion

• the material 
(extra copies of the program handout ..., 
WCI Competency Card Q-Sorts, 
The  WCI Competency Dictionary software,
The WCI Recruiting Assistant software ...  )

The bibliography at the back of this binder contains detailed references 
books mentioned in this module, as well as on other books.
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Notes:
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Who are you ...  (a brief introduction of yourself)

• name 

• where do you work

• what do you do there

• why are you interested in competency management

• what experience have you had with competency management so far

• .... .... .... 

Some hints ... 
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Here today:

1.  

2.  

3.  

4.  

5.

Others ...
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How did Competency Management develop?

Module Objectives

• Be aware how competency management started in the academic world

• Be aware of the American Management Association research project into
managerial competencies

• Be aware of the British experience with National Vocational Qualifications (NVQs)

• Be aware of the McBer organization and its competency research tradition

• Be aware of the basic conceptual objects which frame any discussion about
competency management

• Be aware of the further reading given in the bibliography 
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The Academic Roots:  - the 1970s and the 1980s
Dissatisfaction with the traditional concept of Intelligence

• David McCelland, a Harvard psychologist well known for his work 
on motivation and power

seminal paper:  “Testing for competence rather than intelligence” 1976*

• Bray, Campbell and Grant: publication of the results of the long term AT&T studies
of managerial careers, with the surprising finding that “intelligence” increased over
the course of a career (famous for developing the “assessment centre” 
and the “in-box” exercise)

Book: “Formative Years in Business: A Long Term AT&T Study of Managerial Lives” 1979*

• Robert Sternberg, a psychologist now at Yale - publication of a set of books on
“practical” intelligence

Book: “Practical Intelligence: Nature and origins of competence in the everyday world” 1986*

(* Please see bibliography for full reference information)
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Notes:

1. Of course, there were many more academic events than the ones listed.  However, each one of these has an important
impact in the academic world.  They led to consulting work and conferences which impacted the practical world of
business.  In the case of the AT&T study, the academic world was deeply affected by the practical results achieved by
research oriented Human Resource practitioners in a large commercial organization.

2. Competence as an academic concept had some very practical reasons for its success:

- it allows you to tie ideals of ability and ideas about career together, and see a very real connection between them, 
in that a person’s career development will obviously increase their abilities,

- intelligence as a concept implies something fixed and unchangeable, whereas competence implies something which
can increase or decrease as a result of events in a person’s life history, allowing you to tie the two together in a way
which applied to academics concerned with practical application of research work.

3. The history of the MENSA SOCIETY, which has many members who have very high intelligence scores, but have not
accomplished a great deal that is socially valued, makes it clear that abstract intelligence is not necessarily the key to
outstanding life success.  Intelligence scores by themselves do not have the predictive power we need to deal with
practical problems of performance management, career succession, recruitment and individual development in
business.

4. The traditional conceptual solution to this problem combines the idea of intelligence and the idea of motivation.  
That is, performance is seen as resulting from some combination of the two:

Performance = function of (Intelligence + Motivation)

However, motivation is something internal to a person.  It is hard to measure from the outside and to observe.  It
changes over time, and in response to the events in a person’s life. Like intelligence, it does not allow us to solve the
practical problems encountered in HR any more easily than intelligence.
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The American Management Association 
and The McBer Organization - early 1980’s

In the early 80’s, the American Management Association spent upwards
of $500,000 on a “management competencies” research project 

• put out “request for proposal” for the research - awarded to McBer
organization, only respondent which advocated a “criterion” based approach, 
i.e. one based on first independently identifying “superior” managers 
and then researching these individuals

• Lead to the development of a set of management competency clusters 
which became the basis of AMA’s professional development program

- cross industry
- covered all types of managers

• research results eventually published by Richard Boyatzis 
as “The Competent Manager” in 1982 *

(* Please see bibliography for full reference information)
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Leadership Cluster

Goal and Action Oriented Cluster

Directing Subordinates Cluster

Human Resource Management Cluster

Spontaneity
Developing

others

Use of
unilaterial

power

Proactivity
Concern

with
impact

Efficiency
orientation

Diagnostic use
of concepts

Use of
socialized

power

Managing
group

process

Positive
regard

Accurate
self-assessment

Self-confidence Conceptualization

Use of oral
presentation

Logical
thought

Perceptual
objectivity

The Boyatzis
Competent

Manager
Model

The arrows show the direct
(solid) and indirect (dashed)

relationships among the
skills.

The model is “very psychological” in that it would be difficult for a business person to really know what was
meant by terms like “socialized power”, “diagnostic use of concepts” .... 
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The British Experience: National Vocational Qualifications

1. an effort to develop a consistent way of evaluating individuals’ qualifications:

- national in scope:  consistent across country
- are to take into account “on-the-job” experience as well as formal academic training
- the basis for allowing individuals and firms to confidently engage in recruitment dialogue on

the basis of an objective “standard”
- seen as part of what it takes to compete in the Common market
- competency based:  government to publish and to maintain competency standards 

which were developed by research consortiums receiving contracts 
in response to competitive “requests for proposals”

2. embraced positively by unions and management:

- unions saw a “strong” benefit:  tied “years of experience” to objective qualifications
- unions eventually saw that “compensation” would become tied to qualifications

- management saw a strong benefit: focused on what a person could do, 
dealt objectively with the problem of “many years of the “same experience”

- believed it would be the basis of “pay for performance”, not pay for seniority
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Notes:

1. Very comprehensive approach:  a number of multi-year projects to cover  work at all levels of British industry.
E.g.  Henley Management College is part of a research group defining competencies at the “company director” level.  

2. Builds on British tradition of “on-the-job” training at both the trades apprenticeship level, 
and at the professional level with programs such as the “practical engineer” qualification.

3. Adoption very much up to individual firms. Universities responding to standards in their curriculum planning.

4. Strong acceptance of the fact that “academic” training is simply the beginning of competency - 
practical experience necessary to develop and extend it.

5. There has been a consistent “coordination” effort by the government, but the research results reflect the different
approaches used by each group which wins a “research contract”.

6. Strong effort to develop “cross company” definitions of competency - however, still entirely unclear if the most
effective breakdown is by “level” (e.g. company director, managing director, manager, worker etc.) 
or by “industry” (e.g. financial services, automotive, ...)

- probably both are too simplistic by themselves

7. Soft competencies (e.g. management and interpersonal skills) seem to cross industry, while hard competencies 
(e.g. technical knowledge, ability with machinery of various kinds) seem to be first industry, and then firm specific.

8. The “local expert - focus group” approach to identifying is part of the this tradition.
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The McBer Organization:  
20 years of research into competencies 
1. Started as a research company doing work on various US government 

research contracts (military, US Foreign Service ...) - moved on to commercial work

2. Strongly associated with David McCelland of Harvard  (located in Boston)

3. Did the AMA management competency research project

4. Strong research methodology underlies all of their work 
==> good empirical foundation to their results

5. During the late 80’s, and into the 90’s, start to publish their “methods” as much as
their results - “The McCelland/McBer” Job Competence Assessment methodology

7. Lyle And Signe Spencer published a major summary of their methods & results:

“Competency at Work: Models for Superior Performance” 1993 *

8. Now associated with the Hay Organization, a world wide consulting firm famous 
for its “Hay Point” method for assessing job responsibility and compensation

(* Please see bibliography for full reference information)
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1. advocate criteria approch:
• first identify superior and average performers, 
• then identify competencies using “behavioural event” interviewing techniques

2. superior and average performers must be classifed as such on the basis of independent criteria such as:

º  measurable job results (e.g. profits achieved, volumes produced, dollars saved, ..., etc.)
º well designed peer group nomination technique:

i.e. at least 5 to 7 of the individuals’ peers nominate the person as a superior or average performer 
using a nomination technique such as pair comparisons or ranking of individuals

3. each group is then independently interviewed by “trained” interviewers

º  interviews focus on events of 3 to 5 success experiences and 3 to 5 less successfull experiences 
º interview is tape recorded and transcribed
º transcript coded for “competencies” using the existing McBer competency dictionary
º  new competencies are added when there is substantial intercoder agreement 

4. results for “superior” and “average” performers are then compared

º allows identification of competencies which contribute to “superior” performance
º focuses on the “just noticeable differences” between the two groups - the “JND” method
º leads to competency clusters with various levels of performance 

Notes: The McBer approach is based on the insight that individuals may have or
demonstrate competencies in their behaviour of which they are not articulately
aware.  
That is, when asked to describe themselves they would not describe themselves
as having these competencies.  
However, when you observe their behaviour, they clearly “do” them. 
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The bibliography:

The bibliography at the back of this binder contains detailed references 
books mentioned in this module, as well as on other books.
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Notes:
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What is a Competency?

Module Objectives

• Know the main objects which are involved in competency management systems

• Understand the relationship between competencies 
and the sources of human capability

• Know the rules for creating competency descriptions

• Be able to write competency behaviour descriptions 
to describe personal competencies and those of others
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When we talk about competency management,
we are talking about ... ...

Competency
Databases

Organizational
Information

Systems

Individual Access
To Information

Individuals

Positions

Organizations
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Notes:

1.  By the end of the day, we will have coverved each of these objects,

and tied them to appropriate processes

2. The sum total (objects + processes)  = competency management.
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What is a competency ==> 
What makes a person capable?

Work History

Social

Peak 

Values
Socialization

Education

Human Ability Factors (Innate)
  (e.g. Intelligence, Physique, Musical Ability ...)   

º Grade School
º High School
º University
º Post Graduate
º Professional 
  Development
  ...  ...

º Traumas
º Therapy
º Spiritual Experiences
º Intensive Resocialization

  ...  ...

º Jobs
º Bosses
º Mentors
º Work Role Models
  ...  ...

º Adult Family Life
º Relationships
º Significant Others
º Social Role Models
  ...  ...

Experiences

History

(.e.g. Boot Camp ... )

º Childhood Family Life
º Significant Others
º Childhood Role Models
  ...  ...
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Notes:

This is too complicated for us 
to be able to do very much with it 

in business

We need to be aware of it ....  ....

But we need a simpler way of dealing with competency
than trying to deal with all of the factors which  

underlie personal capability .... 
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What is a competency ... ...
behaviours which result from personal capability

Work History

Social

Peak 

Values
Socialization

Education

Human Ability Factors (Innate)
  (e.g. Intelligence, Physique, Musical Ability ...)   

º Grade School
º High School
º University
º Post Graduate
º Professional 
  Development
  ...  ...

º Traumas
º Therapy
º Spiritual Experiences
º Intensive Resocialization

  ...  ...

º Jobs
º Bosses
º Mentors
º Work Role Models
  ...  ...

º Adult Family Life
º Relationships
º Significant Others
º Social Role Models
  ...  ...

Experiences

History

(.e.g. Boot Camp ... )

º Childhood Family Life
º Significant Others
º Childhood Role Models
  ...  ...

Competent
Behaviour===>
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Notes:

1. This is a major simplication, but a very realistic one.

2. It allows us to pay attention to the TIP of the “ICEBERG” - the behaviour that we can all see, 
not the underlying factors which lead to it.   
This is what the McBer group calles the “Iceberg” model of human behaviour.

Competent
Behaviours

Work History

Social

Peak 

Values
Socialization

Education

Human Ability Factors (Innate)
  (e.g. Intelligence, Physique, Musical Ability ...)   

º Grade School
º High School
º University
º Post Graduate
º Professional 
  Development
  ...  ...

º Traumas
º Therapy
º Spiritual Experiences
º Intensive Resocialization

  ...  ...

º Jobs
º Bosses
º Mentors
º Work Role Models
  ...  ...

º Adult Family Life
º Relationships
º Significant Others
º Social Role Models
  ...  ...

Experiences

History

(.e.g. Boot Camp ... )

º Childhood Family Life
º Significant Others
º Childhood Role Models
  ...  ...
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What is a competency?                           ... ... the answer

1. it is a behaviour

2. it is observable - i.e., you can see a person doing it.

3. it is described in a phrase which starts with a verb
e.g. make ..., demonstrate ..., ... ...

4. it must pass two tests:

a. When I read a competency description, 
I must be able to ask myself “Can I do this?” and answer yes or no.

b. When I describe other people, before I say that they have this competency,
I have to be able to remember examples of when they have behaved 
in this way.  I need to be able to identify concrete cases of this behaviour.
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Notes:

Two Examples:

1. Finds better, more cost effective ways of doing things.

2. Uses Quark Express on PC Compatibles to prepare seminar material. 
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Doing it - describing our competencies ... ...

1. Work in your table groups

2. Take 15 minutes, and make a list of the competencies that you have in common:

- remember the rules:
1. competency descriptions start with a verb, and describe a behaviour
2. if you think you have a competency, then you will be able to describe 

several concrete examples of situations - what you did, how you did it - 
to your colleagues at the table

Hint: focus on the management and the general business arena

Remember:  a label like “interpersonal skill” is not a competency description

You must be able to provide specific behaviours which implement this skill

3. When you are through, we will spend some time looking 
at what each group has come up with ... ...
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Working Notes:
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linked

through

a set

of values

What is competency management?

Competency
Dictionary

(competency
behaviours and

performance level
grids)

Learning
Resource
Catalogue

(by competency)

Current
Profiles

(by individual)

Required
Profiles

(by position)

A system

R
ev

en
ue

 -
 C

os
t

Time

Business
Needs Create

Competency
Requirement

Profiles

Create
Current

Competency
Profiles

Profiling
Gaps

Matching

Hiring
Training

Outplacing
Professional Development
Personal Action Planning
Performance Management

Individuals
A process
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Notes:

1. To be useful in a business setting, competencies have to be able to allow us to deal with change and business needs.
If competency management were just another word for “Skill Inventory”, it would not get us very much.

2. To be effective, competency management must be implemented in a way which addresses 
all 3 elements shown in the diagram.

A system:
automated tools for storing and making competency processes and  information available to individuals 
as they carry out their line or staff roles as employees or contractors

A process:
which at its core depends on:
1. individuals describing what they can do in the common language of “competencies”, 
2. organizations describing what competencies they need in the same language,
3. processes for matching what individuals can do against what the organization needs,
4. support processes for turning the resulting gaps into hiring, training, outplacing, personal 

and professional development planning, and performance management actions.

A set of values:
1. As adults, individuals can and must take personal responsibility for their career development.
2. As organizations engaging adults, organizations can and must make all of the information that 

individuals need to take personal career responsibility available to them.
3. The processes and tools which implement competency management will be designed based on

the assumption that they will be used by adults who can be trusted, not by child-like people 
who must be checked, supervised and monitored at every point in case of deceit.

4. What is good for an individual may not be of value to an organization; 
what is good for an organization have not a positive impact on an individual,
both sides can deal with this. 
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A system

Competency
Dictionary
(competency

behaviours and
performance level

grids)

Learning
Resource
Catalogue

(by competency)

Current
Profiles

(by individual)

Required
Profiles

(by position)

The learning
resources
catalogue

stores all of
the ways in

which
individuals

can acquire a
competency.

The competency
dictionary is 

the core of the
system: 

it stores the
descriptions of 

all of the
competencies
relevant to an
organization.

Each current
profile is a

description of the
current

competencies of
an individual.

Each required
profile is a

description of the
competencies
required for
successful

performance in a
position in the
organization.
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Notes:
1. Automated tools make up modern systems.  Some HRIS systems are capable of handling competency management needs.

Others may have to be supplemented with tools built in-house or purchased commercially.

2. Some organizations have started with competency management as a paper based process.  Depending on the size of the
organization, this is a reasonable alternative.  The best strategy for an organization is often to start with a pilot project.  This
allows an evaluation of competency management techniques.  During it, careful thought can be given to full automation
needs.  

3. Learning resources tend to be concrete and structured at the lower levels of performance, and unstructured and oriented to
on-the-job learning at higher levels of performance.  We will come back to learning resources later.

4. Once the structure of the competency dictionary is clear, the structure of “current” and “position” profiles derives from it.  In a
fully implemented system, an organization would have a current profile for each of its full time and part time employees, as
well as for key contractors.  As well, it would have a required competency profile for each position. 

5. Competency position profiles may be associated with an overall job/position description or a job accountability map.
The essential differences among them are stated below.

a. A job or position description describes the activities and the processes normally handled by an incumbent.  It is a
description of the work to be done in this position.  It may include statements of responsibility.  These may be
translated into “job points” as part of a Hay-like compensation analysis.

b. An accountability map focuses on the list of results by which a person in a position or job will be measured.  It
describes specific results, which are measurable.  It may include information on the activities or processes by which
these results are to be achieved.  

Usually, it indicates the relative importance of the results with respect to one another.  Assigning dollar business values
to these results is often the beginning of using accountability maps for compensation analysis.

c. A competency position profile is a competency model for a position. It includes all of the competencies any individual
needs to perform successfully.  It usually contains between 40 and 60 competencies, of which 8 to 10 are considered
core.
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Competency
Dictionary

(competency
behaviours and

performance level
grids)

The competency dictionary has 
competency descriptions as its basic elements.  

Each competency description can either be 
a simple competency description, 

or have a performance grid associated with it. 
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Notes:

1. You have already created simple competency descriptions.  

Remember, the rules about competency descriptions. 

Competency descriptions:

1. state behaviours 

2. describe observable behaviours - that is., others can see a person doing a competency behaviour.

3. are written in sentences which start with a verb
e.g.  make ..., demonstrate ..., ... ...

4. must pass two tests:

a. When I read the competency description, 
I must be able to ask myself “Can I do this?” and answer yes or no.

b. When I describe other people, before I say that they have this competency,
I have to be able to remember examples of when they have behaved 
in this way.  I need to be able to identify concrete cases of this behaviour.
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Competency
Dictionary

(competency
behaviours and

performance level
grids)

Structuring Competency Dictionaries ... 

Competency Behaviours  can have ...

Competency Areas  can have ...

Competency Clusters can have ...

Competency Models  can have ... 

A Hierarchy of Levels
1

2

3

4
5 6

L
ev

el
s

Elements and Performance
Grids

Competency
Descriptions

can be
placed

in any level



Competency Management: HR For Adults
© Workplace Competence International Limited
Toronto, Ontario, Canada   April - May 1995

What is a Competency?

Notes Page 10
40

M
o
d
u
l
e

Notes:

1. Different competency dictionaries use different labels for the various levels.  It can be very confusing.

2. The point to remember is that the levels simply collect competency descriptions into useful groups.

3. The competency description itself is always the basic unit with which we work.  
It can be placed into any of the levels of a competency dictionary.

4. The point is to adopt a structure in your organization, and stick to it. 
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An Example: 

Competency Model = WCI General Management Model

Competency Cluster = Impact and Influence

Competency Area = Achievement Orientation

Competency Behaviour = 
Sets challenging concrete goals for self and others
(ACH 1) 

Competency Component Behaviour = 
Plans in a way which can be communicated and
articulated to others

1
2

3

5

4

Level
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Notes:

1. We will look at parts of the WCI General Management Competency Model at various points in the seminar.
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An Example (continued): 

• Taken from the WCI
Competency
Dictionary Manager
Package

• This performance grid
is used at both the
competency
behaviour and the
competency sub-
behaviour level.  

• Notice that it is
possible to add even
more detail in the first
panel - the
competency element
panel.
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Notes:
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Structuring Competency Models ...
The Idea of Core Competencies

Core
Competencies

Other
Competencies

Core
Competencies
can account
for 60% to

80% of
performance
in a position
over time ...

... but the other competencies may very well be the reason 
for exceptional performance by a person, 
or for performance in exceptional circumstances, 
as well as accounting for the rest of the position performance.
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Notes:

1. Ultimately, any model has to be simpler than the real world it is trying to depict.  Competency modeling makes
compromises based on practice.  The idea of core competencies is a useful one, but can be deceiving.

2. It is possible to over simplify to the point at which the model is no longer accurate in its use.  
Concentrating on only the core competencies runs this risk. 

3. WCI’s way of dealing with this is to rank order all of the competencies relevant to a position from 
“most important” to “least important”.  This generates the core competencies: - the top 10, 
while still incorporating the remainder.

4. The least important competencies are often very useful in the recruitment process, 
because they indicate the competencies which may be least useful in a candidate.  
In order words, if a candidate’s strongest competencies are the ones ranked “least important” in the position model,
we may question the fit between the two. 

5. a.  The competencies in a position model tend to be stable over time, as the position stays table.  
b.  Performance in the position tends to reflect shifting short term business pressures and issues.  
c.  As short term business needs change, the relative importance of the competencies in a position model 

may change to reflect this.  New core competencies may come into play.
d.  Redoing the rank order is often the best way to discover if the core competencies have changed.  
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Performance grids are another way of handling differing
level in required performance ...  

1• The problem:  
same position, same core
competencies, but need
different levels of performance
from a number of difference
incumbents

2. The query:
What is a performance grid?

1• The solution:  
use performance grids 
as the lowest level 
of the competency model

2. The answer:
- a number of competency descriptions;

- arranged into a sequential set;

- so that each subsequent behaviour
subsumes the one before it;

- limit yourself from 3 to 5 levels, 
so that you have a manageable number.
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Notes:

1. Performance grids are very useful for depicting different levels of performance in a competency.

2. They also incorporate the idea of “exceptional performance” into their structure. 
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Setting up performance grids ... 
start with entry level behaviour

1 2 3 4 5

The Structure of Performance Grids

Performance
Levels

2 includes 1 3 includes 2 ... and so on

The idea is to start at
the minumum level

which describes
acceptable

performance
in the position.

Less than acceptable
performance is

generally not defined.

This area under
the curve

is less than
acceptable

performance
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Numerical 
 

1 2 3 4 5 

Performance 
levels 
 

entry level beginner, with 
several months 
experience 
 

after several 
months to a year 
or so of 
experience 
 

superior, 
producing more 
than 75% of 
people in 
position 

exceptional. 
producing more 
than 90% of people 
in position 
 

Guild type 
 

beginner or entry  journey person  master 
 

Level of 
supervision 
required 

entry level trainee, 
being taught the job 

capable of 
working under 
supervision 

capable of 
working 
independently 
with minimal 
supervision 

capable of 
supervising 
others 

capable of creating 
new ways of doing 
this, and of 
teaching them to 
others 
 

Type of 
situation 
handled 

beginner or entry 
level, in training 

basic capability - 
handles 
standard 
situations and 
problems 

capable of 
handling unusual 
situations   

capable of aiding 
others to learn 
how to handle 
both standard 
and unusual 
situations 

capable of 
developing new 
ways of dealing 
with both standard 
and unusual 
situations 
 

Type of 
solution 
implemented 
to problems 

implements standard 
solutions, followed by 
checking done by 
others 

implements 
standard 
solutions, with 
little or no need 
for checking 

implements 
standard 
solutions, and 
occasionally 
comes up with 
new more 
effective ones 

Implements 
more effective 
solutions most of 
the time, but 
does so in a way 
which does not 
make them 
available to 
others 

Implements more 
effective solutions 
whenever cost 
justified; 
communicates 
them to others so 
that they become 
standard 

 

The table below provides some of the other structures 
which have used to set up performance grids. 
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Position Competency Models, Job Descriptions, and
Accountability or Result Maps ... 

Job
Descriptions

Accountability
or Result Maps

HighLow

Lo
w

H
ig

h

Position Competency Model

Organization

R I P

3 Different,

but

Related
Views
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1. A job or position description sets out what the activities and processes normally handled by an incumbent in a
job.   

The view is that of the organization and its structure.

2. An accountability map is a list of the results by which the person in a job or position will be measured.

The view is that of profitability, short and long term.

3. A competency position profile is a competency model for the position.  

The view is that of the individual, and the competencies a person needs
to perform successfully in the position.  

Notes:
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Competency management is driven by business needs
... and directed to developing individuals

R
ev

en
ue

 -
 C

os
t

Time

Business
Needs Create

Competency
Requirement

Profiles

Create
Current

Competency
Profiles

Profiling
Gaps

Matching

Hiring
Training

Outplacing
Professional Development
Personal Action Planning
Performance Management

Individuals
A process

Competency management is a tool for managing change
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Notes:
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Competency and Recruiting - How do they fit?

Module Objectives

• Know how to use competency based approaches in the recruitment cycle

• Know how to do simple competency q-sorts

• Know about the techniques for matching candidates to positions



Competency Management: HR For Adults
© Workplace Competence International Limited
Toronto, Ontario, Canada   April - May 1995

Competency and Recruitment

Notes Page  1
56

M
o
d
u
l
e

Notes:
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The competency recruitment / selection process ... 

Define Recruiting
Requirements

- number of people
- time frame

- salary range
etc

Do requirements competency
card q-sorts among
"hiring individuals"

RESOLVE DIFFERENCES

Finalize competency
rank order

Do advertising:
- newspapers
- job posting

- call for internal referrals

1

2 Sort through responses
- resume review

- personnel file review
- produce long list

Do Preliminary
Interviews

- general background
check

- candidate competency
q-sorts

Rank candidates on
competency fit

- overall competency
pattern

- top ten competencies fit
- short list candidates

3
Prepare for

behavioural interviews
- questions to check top

10
- questions to focus on

"gaps":
required to candidate

Do Behavioural Event
Interviews

- get evidence for top 10
- address gaps

Do Reference Checks
- verify top competencies

Identify or build
revelant competency

model
- management
competencies

- technical competencies
- career anchor
characteristics

Do "chemistry
fit" interviews

- superiors
- peers

Make
offers
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Notes:

1. A competency based process has many of the same characteristics as the regular process.  

2. The major differences are as follows:

• competencies are used to get a consistent picture of requirements

• during the preliminary interviews, candidates are asked to do a q-sort to describe themselves

• the short list of candidates is based on individual fit to both the core competencies and the overall profile of
position competencies

• questions for behavioural interviewing are selected based on the individual’s fit to the position competency model
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Let’s do one in order to get a feel for how this works ...

The position:

Director of Special Services
Duties:

1.  Manage the special services group -
18 “special service” professionals

2. Provide “special services” to all 3
divisions of the organization, located
in Toronto, Boston and Vancouver

3. Maintain the current budget of $2.2
million over the next 3 years by:

- making better use of automation,
- reducing travel expenses,
- using contract professionals in place of 

full time individuals, whenever possible
- being a “hands on” person, instead of 

simply managing the group
- increasing service levels 25%

General Requirements for Candidates

1. Significant personal experience in
providing “special services”:
8 to 12 years

2. Previous experience managing 
well educated professionals

3. Interpersonal skills at the 
“senior manager” level

4. Demonstrated capacity to improve 
the productivity of a professional
group

5. Administrative skills at the 
“senior manager” level
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Notes:
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Define Recruiting
Requirements

- number of people
- time frame

- salary range
etc

Do requirements competency
card q-sorts among
"hiring individuals"

RESOLVE DIFFERENCES

Finalize competency
rank order

Do advertising:
- newspapers
- job posting

- call for internal referrals

1
Identify or build

revelant competency
model

- management
competencies

- technical competencies
- career anchor
characteristics

Starting
...

Questions:

1. Where do we get a relevant competency model?

2. How do we use it to define position requirements?

3. How do we get agreement among the “recruitment” decision makers?

4. What happens if there is no existing competency model?
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Answers:

1. If the organization has been doing competency modeling for some time,
we will go to the position profile database for an existing model, or one
which is close to the current position, modifying it as necessary.

2. The model will contain both managerial competencies and technical
competencies.  In the first stages of recruitment, we work mostly with the
competency descriptions themselves, and less directly with the
performance level grids, if they exist.

3. The competency model may identify “core” and other competencies
Even if this is the case, it is a good idea to re-examine the model to see
it they are right for this recruitment.  

4. Often there is more than one “decision maker” who has to approve the
final candidate. Sometimes this individuals disagree on the final
individuals, each preferring one for what appear to be subjective
reasons.  One way of reducing such differences late in the process is to
get them to agree on the most important characteristics.  Competency
card q-sorts can be used to facilitate this process.

5. Once a final competency model is agreed to, the normal process of
advertising, internal posting or asking existing staff for referrals can start.
Sometimes, this can go on at the same time as the dialogue with the
final decision makers. 

6. If no relevant model exists, then one has to be built.  We will deal with
this in the module on competency modeling. 

Competency models
have between 

40 to 60 
competencies,

organized into
managerial 

(or interpersonal) 
and the technical 

(or professional)
components.

The other characteristic 
of individuals 

to which 
it is worth 

paying attention 
is their 

long term 
career anchors.  

(See Edgar Schein’s 
work in bibliography.)
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Rank ordering the competencies ....  

The Competency Model (simplified)
for our Position:

1. Finds better, more cost effective ways of doing things 
(1 ACH)

2. Seeks information from many different sources to clarify a
problem or a task (8 INF)

3. Understands a complex task or process or concept by
breaking it down into manageable parts, in a systematic
and detailed way (27 ANA)

4. Takes personal responsibility and admits mistakes or short
comings, learning from them for the future (36 SEL)

5. Communicates with clients (internal and external),
clarifying their needs and taking steps to involve others in
activities which meet clients’ short and/or long term needs
(12 CSO)

6. Does things before being asked to or being forced to by
events - seizes the opportunity to act (5 INI)

7. Builds rapport with individuals through informal contacts in
the context of day to day work (17 REL)

8. Positions self as a team leader, through actions which
ensure that others in the group work effectively to achieve
the group’s mission or agenda, and objectives (25 LEA)

9. Applies professional or technical knowledge (acquired
through formal education or on-the-job development) in the
course of day to day work (31 EXP)

10. Modifies own behaviour or approach to meet the
expectations of others or the needs of the situation 
(37 FLX)

1. Put the competencies on small index
cards.

2. Have each person rank order the cards
from “most important” to “least
important.

3. Compare the results across the
individuals - identify and resolve any
major differences.

4. Finalize the rank order:

• top 8 to 10 competencies = core 
• bottom 8 to 10 have greatest 

“poor candidate” discriminating power

5. Use as the “competency position model”
for this recruitment.
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Notes:

The Competency Model (simplified)
for our Position:

1. Finds better, more cost effective ways of doing things 
(1 ACH)

2. Seeks information from many different sources to clarify a
problem or a task (8 INF)

3. Understands a complex task or process or concept by
breaking it down into manageable parts, in a systematic
and detailed way (27 ANA)

4. Takes personal responsibility and admits mistakes or short
comings, learning from them for the future (36 SEL)

5. Communicates with clients (internal and external), clarifying
their needs and taking steps to involve others in activities
which meet clients’ short and/or long term needs (12 CSO)

6. Does things before being asked to or being forced to by
events - seizes the opportunity to act (5 INI)

7. Builds rapport with individuals through informal contacts in
the context of day to day work (17 REL)

8. Positions self as a team leader, through actions which
ensure that others in the group work effectively to achieve
the group’s mission or agenda, and objectives (25 LEA)

9. Applies professional or technical knowledge (acquired
through formal education or on-the-job development) in the
course of day to day work (31 EXP)

10. Modifies own behaviour or approach to meet the
expectations of others or the needs of the situation 
(37 FLX)

Final
Rank
Order1. The cards used are part of the WCI

Management Competency Dictionary and
Card Q-Sort Package.  They accompany the
WCI Recruiting Assistant software package,
and the WCI Competency Dictionary Editor
software package, both of which are in the
final stages of development.  These items
can be obtained from WCI.

2. Normally, the position profile will contain a
mixture of both technical and management
positions.  Details on how to set up such
profiles are beyond the immediate scope of
this seminar.  Contact WCI for more
information about developing such
procedures.  

3. The simplified competency model contains
only 10 competencies.  They are the top ten
or core competencies for this position.  The
other competencies (from 30 to 50 more)
are important in that they cover many of the
other areas which define performance in this
position.  However, they have been
removed to give us a reasonable set to
work with in the time available in the
seminar.
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2 Sort through responses
- resume review

- personnel file review
- produce long list

Do Preliminary
Interviews

- general background
check

- candidate competency
q-sorts

Rank candidates on
competency fit

- overall competency
pattern

- top ten competencies fit
- short list candidates

Candidates

...

1. Although competencies may impact
the subjective judgment of the
individuals who review resumes and
other material submitted by
candidates, there is no “easy” way to
avoid this step.

2. A list of “reasonable candidates”
(usually some number less than 50),
organized into sub-groups such as
“most likely”, “2nd best”, and “only if
the rest do not work out”, must still
be produced.  

3. The first face to face interview
provides an opportunity to
reintroduce competency elements. 

Structure of the First Interview

1. General background of individual

2. Basic info on position and
organization 
(information supplied to candidate)

3. “Interest Readiness” Test

- introduce Competency Self
Descriptive Card Q-Sort

- if willing to do, proceed
- Use Accuracy Increasing 

“We will do references” Cue
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Structure of the First Interview

A.Get general background on individual
- basic review of resume
- personal impression of individual

B.Provide basic information on position and organization to candidate 
(info flows from interviewer to candidate)

C.“Interest Readiness” Test

Competency Card Sort Introduction:
- we use “competency” based recruiting - it is part of our general competency based approach

to managing our HR resources
- as part of the process of identifying short listed candidates, we are asking you to describe

your competencies using this self descriptive card sort procedure
- we will compare your results to our requirements - the individuals who fit best will lead the

group that we include in the second round of interviews

Accuracy Increasing Cue

- during the second round, we will be asking you to provide references as well describe
your capabilities in detail - the information you give us during the card sort will be
important in structuring this process effectively for both of us
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Competency Self Descriptive Card Sorts 
Change the Dynamics of Short Listing Candidates ... 

From “impression based” 
to “competency self description”

From “focus on core competencies”
to balance between overall fit and core competencies

From “general interview plans”
to infomation for candidate-specific 

behavioural interview plans
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The Competency Model (simplified)
for our Position:

1. Finds better, more cost effective ways of doing things 
(1 ACH)

2. Seeks information from many different sources to clarify a
problem or a task (8 INF)

3. Understands a complex task or process or concept by
breaking it down into manageable parts, in a systematic
and detailed way (27 ANA)

4. Takes personal responsibility and admits mistakes or short
comings, learning from them for the future (36 SEL)

5. Communicates with clients (internal and external), clarifying
their needs and taking steps to involve others in activities
which meet clients’ short and/or long term needs (12 CSO)

6. Does things before being asked to or being forced to by
events - seizes the opportunity to act (5 INI)

7. Builds rapport with individuals through informal contacts in
the context of day to day work (17 REL)

8. Positions self as a team leader, through actions which
ensure that others in the group work effectively to achieve
the group’s mission or agenda, and objectives (25 LEA)

9. Applies professional or technical knowledge (acquired
through formal education or on-the-job development) in the
course of day to day work (31 EXP)

10. Modifies own behaviour or approach to meet the
expectations of others or the needs of the situation 
(37 FLX)

# 4
Rank
Order

# 1
Rank
Order

# 2
Rank
Order

# 3
Rank
Order

Candidate Rankings

Notes:
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3
Prepare for

behavioural interviews
- questions to check top

10
- questions to focus on

"gaps":
required to candidate

Do Behavioural Event
Interviews

- get evidence for top 10
- address gaps

Do Reference Checks
- verify top competencies

Do "chemistry
fit" interviews

- superiors
- peers

Make
offers

Detailed
Interview
Prep ...

The Behavioural Approach 
to Core Competencies

• for each core competency, 
ask questions which get the individual to
give specific examples of when and how
this was done ... 

“Tell me about a situation 
in your career in which you took steps 

to find and implement 
a more cost effective way 

of doing something. 
I am curious about what

in this situation”

The Behavioural Appoach to
“Position to Individual”

Competency Gaps

• for each important competency in which
there is a large gap between position
requirements and the candidate’s
description of self, probe for evidence of
skill

“We think the ability 
to gather and to organize information 

from many different sources
is an important component of success in this

position.    Can you describe a situation
where this has been an important part 

of a job you have held in the past?  
Describe how handled it ...”
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Notes:

1. Behavioural event interviewing has two distinquishing characteristics:

a. the probes or questions used ask interviewees to response with specific examples which describe what they did -

their responses will use “I” language, e.g. “I did ....”,  “I took steps ...” 

b. the interviewer listens for “events” which act as evidence of the competency being probed

the evidence is rated on a scale such as:

2. Behavioural event interviewing
pays very little attention to all of the
background factors which
contribute to human capability,
since it takes advanced training to
be able to relate them to job
requirements consistently and
effectively.  

Very strong
evidence that
competency
is not
present

Strong
evidence that
competency
is not
present

Some
evidence that
competency
is present

Strong
evidence that
competency
is present

Very strong
evidence that
competency
is present

Insufficient
evidence for
or against
competency

PostScript Picture
Capab.eps
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The WCI Recruiting Assistant .... 
A software tool to support this process
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Competency and Development - 
What is the connection?

Module Objectives

• Know about the role of learning resource catalogues in competency development

• Know about the competency based personal action planning process

• Know about competency based professional development programs
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Notes:
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Managing my career - the issues .... 

Individual
and

Ambitions /
Career Wants

HR Staff
Role ?

Careers outside the Organization

Accounting

Customer Service

Sales/Marketing

Manufacturing

$ $
$

Purchasing

$$

Treasury

Management

Advertising/PR

Positions inside the Organization
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Notes:
1. Competency management values state that the individual is capable of and responsible for managing their own career

development.  

2. Competency management values also state that the organization is capable of and responsible for providing
individuals with the information that they need to do this.

3. An organization may choose to implement competency management processes in ways which are not fully consistent
with these values.  That will impact the ability of the individual to take career responsibility.

4. Obviously an organization will provide information about positions inside the organization.  However, as competency
models become available for positions outside the organization, individuals will be able to implement the same
personal action planning process for these positions.

5. One organization with which WCI has worked has implemented the above values fully.  Each individual must take a
certain amount of personal development action each year. Progress on this is tracked and evaluated as a formal
part of the performance appraisal process. However, the individual is under no obligation to work towards
developing competencies which match any organizational position.  Obviously, this has some long term career
consequences.

a. Individuals who do not meet their development goals receive lower evaluations in any one year.  Consistent failure
to do so over a number of years is a sign that the individual will leave or be asked to leave the organization.

b. Individuals who consistently choose career development goals which are not directed towards any organizational
position are expected to act on them by leaving the organization when appropriate.  Poor performance on day to
day responsibilities can hasten this process.  

c. Individuals can choose to develop themselves for organizational positions which are far outside their immediate
boss’s sphere of concern.  If a superior creates difficulties for a subordinate who chooses to do so, HR staff
become involved as brokers.  A superior who does this consistently loses credibility as an organizational player.
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Making this work depends on the availability of
information ...

linked

through

a set

of values

What is competency management?

Competency
Dictionary
(competency

behaviours and
performance level

grids)

Learning
Resource
Catalogue

(by competency)

Current
Profiles

(by individual)

Required
Profiles

(by position)

A system
R

ev
en

ue
 -

 C
os

t

Time

Business
Needs Create

Competency
Requirement

Profiles

Create
Current

Competency
Profiles

Profiling
Gaps

Matching

Hiring
Training

Outplacing

Professional Development
Personal Action Planning

Performance Management

Individuals
A process
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Notes:

Competency
Databases

Organizational
Information

Systems

Individual Access
To Information

Individuals

Positions

Organizations

1. Individuals need access to the position profiles so
that they pick the ones they are interested in. 

2. They need access to the learning resource
catalogue so that they can find appropriate actions
for developing competencies.

3. They need to be available to create and update
“PERSONAL DEVELOPMENT ACTION PLANS”
(abbreviated PDAPs).

4. Managers need access to the individual PDAPs so
that they know what the individual is planning.

5. Individuals need access to HR staff for information,
counseling, or dispute resolution activities.

6. HR staff need to train individuals and managers in
the PDAP process. 

7. Although all of this can be done manually, it makes
sense to automate if any volume is expected. 
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What steps does an individual go through ... 
1. Get the position profile for the current position - 

competencies plus performance grids

2. Rate self on the competencies - that is, by reading the competency descriptions
determine the level of current performance on each competency

3. Submit self rating to manager - ensure that there is agreement - resolve differences

4. Compare self rating to “required performance levels” for the current position -
identify the gaps - self to requirements

5. Evaluate the significance of the gaps in light of personal career plans and wishes

- if personal development oriented to current position, pick 5 to 7 gaps for action
- if personal development oriented to another position within the organization, 

get position profile for that position, and repeat steps 2 and 4, 
then pick 5 to 7 gaps for action

6. Access the learning resource catalogue for the self to requirements competency
gaps, and review action possibilities - develop a personal development action plan
(PDAP) for the next 12 months

7. Review PDAP with manager, track progress quarterly, and review accomplishments
as part of annual performance appraisal.
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Notes:

1. HR staff who become involved in resolving differences between managers and subordinates can take a graduated
approach to the problem:

a. have initial meeting:  in effect a joint interview to diagnose the underlying source of the problem

b. if the problem is a disagreement about self-ratings and manager ratings on existing competencies,
do a behavioural event interview with individual to gather independent evidence for the rating, 
discuss results with manager and individual

c. if disagreement persists, use a competency based 360º approach to get perceptions from 5 to 7 co-workers

d. if the problem is disagreement about the areas in which individual wishes to focus the PDAP,
then resolution depends on the organization’s values about the individual’s right to do so

e. if the problem is part of the annual performance review evaluation of the PDAP, 

- review the quarterly progress tracking done by the individual, 
- if necessary conduct a behavioural event interview to gather concrete evidence on what was done by the    

individual to expand the competency during the year, 
- include probes designed to gather evidence of new performance capability, since the problem may be the fact 

that the individual’s current work assignment does not provide opportunities to demonstrate these new 
competencies as part of day-to-day activity
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What does this look like ... let’s do one - 
assume you are the Director of Special Services

The Competency Model (simplified)
for our Position:

1. Finds better, more cost effective ways of doing things 
(1 ACH)

2. Seeks information from many different sources to clarify a
problem or a task (8 INF)

3. Understands a complex task or process or concept by
breaking it down into manageable parts, in a systematic
and detailed way (27 ANA)

4. Takes personal responsibility and admits mistakes or short
comings, learning from them for the future (36 SEL)

5. Communicates with clients (internal and external),
clarifying their needs and taking steps to involve others in
activities which meet clients’ short and/or long term needs
(12 CSO)

6. Does things before being asked to or being forced to by
events - seizes the opportunity to act (5 INI)

7. Builds rapport with individuals through informal contacts in
the context of day-to-day work (17 REL)

8. Positions self as a team leader, through actions which
ensure that others in the group work effectively to achieve
the group’s mission or agenda, and objectives (25 LEA)

9. Applies professional or technical knowledge (acquired
through formal education or on-the-job development) in the
course of day to day work (31 EXP)

10. Modifies own behaviour or approach to meet the
expectations of others or the needs of the situation 
(37 FLX)

1. Performance grids for the 1st 
3 competencies are provided on the
next 3 pages ...

2. Rate yourself on each of these 

that is, 

1. read each of the levels in each of
the performance grids, and decide
which level best represents your
current competency level

2. put a tick beside the level which
you perceive best describes you
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Tick the level which
best describes you 
that is, 

level 1 or 
level 2 or 
level 3 or 
level 4 or 
level 5

Place the tick
anywhere inside one
of the performance
level boses



Competency Management: HR For Adults
© Workplace Competence International Limited
Toronto, Ontario, Canada   April - May 1995

Competency and Development

Overhead 6
83

M
o
d
u
l
e

Tick the level which
best describes you 
that is, 

level 1 or 
level 2 or 
level 3 or 
level 4 or 
level 5

Place the tick
anywhere inside one
of the performance
level boses


