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Competencies

What are they?
&
What's the point?
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Public HR

Paul Deines, Selection Analyst

Overview

* What are competencies?

*« How do competencies differ from KSAs?
*« How are competencies used?

* Building a quick interview

¢ Putting it to work for you

What are Competencies?
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Competencies Defined

observable job performance dimensions
clearly link to job tasks

holistic, measureable, behavioral,
contextual

similar to KSAs
contains groupings, levels, indicators

organization-wide standardization of
employee qualifications/expectations
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Groups, Levels, Indicators

Groups

o Breaks down into similar units of competency types

o Communication, Interpersonal, Occupational, Reasoning, etc.
Levels

o How basic or advanced is the competency?

o 1-3, 1-5, (Basic, Intermediate, Advanced), (Entry, Journey, Expert)
Indicators

o Behavioral

o Performance
Consider the Organizations Core Competencies

o Canserve as a start

o Willinfluence the groups of competencies
Number of groupings and levels may depend

o How detailed do you want to make it

o How detailed do you need it

o May depend upon the jobs in your organization

o What does your organization value in employees?

Developing Competencies

Tie to Organization

0 Mission

o Vision

o Goals

o Department Strategies & Objectives

Tie to Job

0 Links to tasks
* Possibly in task statements
o Listin Job Description
o Links to performance standards

Have available for public view
o Keep visible — expectations should be communicated




Start with KSAs
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* Use the KSAs that are already in the Job Description
* KSA’s are pieces of competencies
» KSA’s and task statements can be used to identify
competencies, groupings, and levels
* Don’tjust toss your KSAs
* But begin to think how they might be lacking
. .
i Example 1 - LA-COE
Presentation Skill
Fomnally daliveting infomnation ho groups
Efachive ineflective
Dl . DIQONTRG, May focus, or clority,
masager Delivers the rgh! amount of ulimately eonfusing the cudisncs. M
inforrmafion in the frme given. Vanes shle lock the confidence ond penuasivenes fo
and fone fo F e purpose ond oudience. engoge on oudienee. Moy risead
Conveys confidencs, poite, and eperise,  oudonce oflack the wkill & odust the
Roads o ions ond body lang to oppeal o various
et ihe oudisnos ond odjurty o sesponds usenoEL, Moy UL, MEUs, OF
appopdalely, Moikes eyn condact and ovenisn prosontofion aids,
Inteench with the oudisnce o maintoin
thee offenfon ond receive feedbock, Lws
preseniohon o ihides. and/or progs
offechively,
poT—" po—
1. Defiver informafion fo the oudience in 1. Small group of meefng: maledal is
o oy, seipled. of tead monner. Highty structued, consmle and eosy b
2, Engage ond maintain the atterfion undeetond: oudience is reoepive of
and Teteeast otiricidencn: #oke informal. Fresendofions am repefifive in
SHBMparonEoUL oF preparEd suciency ond conlent.
spanches and L B o assernbly; malesial o
3. Fngogs ond sncourcg the oudience ;:’:”“"'"fn’ﬁmp'l"“' ’:“"“""“”m"
1 porcpants, Make IMEOMmE. megraphicaty ond
urreheaned, peeches ond occupakonolly vofel
presentalions. 3 Puble mos medio are invebed:
matedicl i abstroct, vaned, comples, o
5 canfroversiol, Audionce may bo o
hesle o challenging,
LEVERAGING TECHNOLOGY Example 2 — Bassett USD
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MATHEMATICS ~ Performs arthmetic of higher-ievel mathematical computatons

acauraiely.
Example 3 - LA-City

Level of Gompetency Required by Job

Leved 1 Pertorm amilhmelic computalions. (add, sublract, muliply, divide,
Falics, percentiges)

Level2  LUse algebra (substifute numbers for letiers in a formual), geometry
(angles,  distances, area), andir  desoriplive  siatistics
{meanmedianmode, standand deviabon, range).

Lewed 3 Apply and interpret  caloulus, inferental  stafistics  (1-ests,
correlations, ANCVA, mumple regression) of olher very high level
malhematcs.

Examples of Behavioral Inacatons

* Cuickly and accurately peronms arhmelic computabons
Appropriately selects and applies formulas for stated purpose.

= Cofectly kentfies an appropriale analysis for a specific pUpose and selects
e APErOpriate COMPUIEr DROGEAM for CompUtation

Accuriely inerprels and preserts resuls of malhemaScabstisical
computations.

Feromante Leves

Satigtaciory Supenor

Knows mamhemaical requirements of  idenliies acdmonal oppofunibes for

e jobs and perarms Mem correclly. e application of Malhemsates n work

Vierifhes work 16 ensure accuricy. Answers  questionsirang  olhers 1 .

asstet e in heir use of matwmatics
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Competencies or KSAs?

False Dilemma

A type of logical fallacy that
involves a situation in which only
two alternatives are considered,
when in fact there are additional

options (sometimes shades of grey
between the extremes)

Better than KSAs?!

Not better — Just different

KSAs used in Competency level descriptions and
behavioral indicators

Can be used in conjunction
Provides more behavioral expectation
Allows for more standardization

o Helping to develop stronger HR metrics and tools
o Allows for easier linkages to tasks & performance standards

Okay, maybe Competencies are little better
o Let’s pit them up for a Heavy Weight Title fight




KSAs vs. Competencies

e KSA —The Veteran ¢ Kid Competency
* Weight - light production time *  Weight - heavy production time

* Height - short statements « Height - lengthy descriptions
* Reach - varied and broad * Reach - corsistent and
« Age - public familiarity - standard
accepted * Age - new butindustry
« Record - evolved through popularity
defeats to hold current « Record - watched the defeats
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championship belt

of KSAs and trained accordingly

Round 1

Personnel Analyst

KSA

Knowledge of employment
selection methods including,
recruitment, test development,
& item analysis.

Ability to analyze & interpret
test statistics.

Ability to communicate
effectively both orally & in
writing.

Education: Undergraduate or
graduate degree in
Psychology, Business, Human
Resources or a related field
Experience: At least 2 years
working in Human Resources
or a related field

Competency (based on 5 levels)

Level 3 Industry Knowledge - Subject to holding in-depth
knowledge within employment selection, such that possession of an
undergraduate or graduate degree in Psychology, Business, Human
Resources or a related field, must be obtained to achieve such
knowledge; applies current industry knowledge in performing a
wide array of job-related activities, and serves as a point of reference
for others; the extent of required prior practical application
experience is job dependent, and a minimum of two years full-time
work experience in Human Resources or a related field is necessary
to perform job duties successfully.

+ Maintains current industry knowledge by participating in
meetings, training programs, and reading relevant publications as
applicable

+ Demonstrates an awareness of new practices, approaches,
technology and theories through application and information
sharing

+ Keeps up to date with industry trends through specialist,

magazines/books, industry web-sites and conferences

Applies current industry practices to job assignments

Seeks out opportunities to participate in projects outside of the

immediate area of expertise and responsibility

Round 2

Personnel Analyst

KSA

Knowledge of organizational
culture, industry trends &
research

Ability to maintain
professional interpersonal
relationships

Ability to communicate
effectively both orally & in
writing.

Competency (vased on5levels)

Level 4 O - Subject to keeping
current with the organization’s formal and informal
structure, internal and external politics, culture and climates;
understanding the impact and implications of
unit/department decisions on other departments, the

C ization, and the ity; using political networks
to initiate and garner support for necessary department
change(s).

* Keeps up-to-date with goals of other units and takes into
account organizational goals in making decisions with
far-reaching consequences.

Proactively expands knowledge of what is going on in
other parts of the organization.

Identifies potential stakeholders to involve in decision-
making

Takes swift action to initiate department changes in
climate and culture to achieve desired work place
environment for department members




KSA

Knowledge of project
management strategies and
techniques

Ability to work without
supervision

Ability to manage work and
find more efficient processes
of work

Ability to multitask and
organize work

Round 3
alyst

Competency (based on 5 levels)

Level 3 Process ion- Seeks out opportunities to
create, streamline, and/or reinvent work processes, products, or
services for a single and/or multiple work teams; formulates
informal/formal proposals for change initiatives on behalf of a team;
generally assists in formulating action plans for process-related
changes, but may be entrusted to work independently in developing
and implementing action plans that have fewer parameters and/or
limited organizational consequences.

+ Offers broad ideas for improving work process, and the means for
achieving desired performance targets.

«  Examines strengths and weaknesses of current approaches on the
basis of elementary evaluative criteria

+  Seeks information from multiple sources to formulate alternatives

to conventional approaches

Identifies relevant solutions that have been implemented in other

departments, organizations and/or environments and applies

them to the local function.

. hes and capitalizes on solution sh: ings of others in
formulating solutions in one’s own work group and/or unit
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The Decision

KSAs

Competencies

» Simple to write, read, and ¢ Countered KSA well and

understand added more value with
» Struggled with detailed behavioral
performance & behavior descriptors

standards

* Performance standards

* Judges were familiar with  identified
them and knew whatto ¢ Packed a lot of detail in each

look for
¢ Lacked detail

punch
* Left no question as to what

¢ Lacked standardization was described

+ Difficult to read quickly

How are they implemented?

>




Strategic H.R. Planning

Foundation C;)Ir ;Of Strategic H.R. Tools

Selection &
\ Job Evaluation
Analysis N JO.b 5 Training &
Description S :
uccession

Planning
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Candidate Perspective

¢ How much should candidates see?

e Who is using competencies?

* Are competencies included, listed, or detailed in
the job descriptions?

» Are competencies used in job announcements — or
are KSA more appropriate?

* Are competencies used in developing selection
tools?

* Do competencies provide a more realistic job
preview?

Unions and Incumbents

* Why should they be invested?

* Are competencies being used for performance
standards?

* How do unions and job incumbents view competencies?
- better/worse than KSAs

* How are people developing trainings with
competencies?

« Are your competencies visible?

* How does upper management view competencies?

« Do competencies provide a better understanding of
employee expectation?




Link to all
[Competencies)
*I
'l
Operational
Definitions
*I
.
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Implementation

Like anything, buy-in is key
o Get support from top, middle, bottom, and candidates

Set up to encompass the entire organization

But they can evolve and grow with the organization
o Infact - they should!

Start Small
o Start with one job as a trial

Start in HR — you won’t have to fight anyone
o Except yourself!

Building a Quick Interview!




Select a Job

Job Families

Specific Job /

Interviews

EEEEA NN NN
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Select Questions

Competency 1 - Industry Knowledge 1  Competency 4 - Soft Skill 2

Question 1 Question 1

Question 2 Question 2

Question 3 Question 3

Question 4 Question 4

Question 5 Question 5

Question 6 Competency 5 - Org. Knowledge
Competency 2 - Industry Knowledge 2 Question 1

Question 1 Question 2

Question 2 Question 3

Question 3 Question 4

Question 4 Competency 6 - Ethics/Values
Competency 3 - Soft Skill 1 Question 1

Question 1 Question 2

Question 2 Question 3

Question 3 Question 4

Question 4

Question 5
by Question 6 5

Develop Rating Guide

Competency

Interview Questions: | Questions selected (list)
For each question used

from this area, have

SMEs create behavioral

benchmarks for

candidate responses

(see sample

Behaviorally Anchored

Rating Scale below)

SCORING

CRITERIA: 5§ = HIGHLY QUALIFIED 4 | 3= QUALIFIED 2 | 1=UNQUALIFIED
Competency |- Typicalresponsesofa | o | o Typicalresponses | o | o Typical responses of
highly qualified candidate of a qualified an unqualified
candidate candidate
Notes:




Develop Scoring Sheet

SAMPLE BEHAVIORALLY-ANCHORED RATING SUMMARY SHEET
Job Title

Criterion
K5A Weightin Score
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Competency 1 - Industry Knowledge 1
Competancy 2 - Industry Knowledge 2

Competency 3 - Soft Skill 1

Competency 4 = Soft Skill 2

C y 5 - Organi; K

Competency & - Ethics/Values

Final Score

Rater's Signature: Date:

Summary

* Consider the Organization’s Values and Core
Competencies

* Competencies arranged by Group and Level
o Contain behavioral indicators and performance standards

* May provide more information that KSAs but do not
have to be used as an either or

* When used properly, can become very strategic
business tool with strong stakeholder buy-in

Time to Put it to Work!
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