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Presenter
Presentation Notes
Good afternoon and welcome – I am Patty Kasold  with CPMS/LPDD.  As a leader development specialist my area of responsibility is competency-based development and implementation of the DoD Civilian Leader Competency Model.
With me today is Dr. Brian O’Leary from OPM. Dr. O’Leary is a Manager with the Individual and Organization Assessment and Evaluation, HR Strategy and Evaluation Solutions.
This is a two part presentation – My presentation will focus on the historical aspects and critical milestones  in the evolution of competency-based development in the workplace.  I will also discuss the benefits/advantages of competency-based development.
Dr. O’Leary’s presentation will address how the competency-based approach has morphed from employee development to broader aspects of human capital management. Brian will also discuss the impact competency-based development has had on the talent management process across the Federal Government.
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 Share the history of competency models
 Link the applicability of competency models for 

leadership training and development
 Discuss the impact of competency-based 

development on Human Resources
 Make the business case for using competency 

models

Presenter
Presentation Notes
The objectives of this session are to:
 Frame the evolution of competency models and their use from a historical perspective.
 Convey the pertinence of competency-based management to  leadership training and development.
Discuss the role of Human Resources in a competency based-approach to training and development.
And finally to make the “business care” – the advantages gained for the employee and the organization  in using a competency-based model.
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 The Romans practiced competency profiling to determine the 
attributes of a “good Roman soldier”

 1954 - John Flanagan established the “Critical Incident Technique” 
used by the Air Force in WW II

 1970s David McCelelland developed the term “competency”
 1980s Richard Boyatzis writes the first empirically based book on 

competencies, “The Competent Manager: Model for Effective 
Performance”

 1990s Andrew Klein, introduces the concept that “competencies are 
a collection of observable behaviors

 2000s Fortune 500 Companies group  competencies  “Leadership, 
Behavioral and Technical Competencies”

Presenter
Presentation Notes
The Romans used competency profiling to describe the attributes of a good  Roman solider.  They were very selected and in addition to the requirement to be a citizen they took into consideration such psychical  attributes as height, strength, and endurance.  They also looked for individuals that were self-disciplined, flexible, loyal and courageous.  Amazingly similar  to  the attributes that our military seeks of today’s recruits.
CIT is used to identify work behaviors that classify good and poor performance.  It was used by the AF during WWII to identify behavioral events to distinction between superior and average performers. Flanagan’s work differentiated between effective work behaviors and laid the foundation for competencies.
Inspired by Flanagan’s work McCllelland developed the term “competency” as an under lying characteristic of an individual that enables him/her to deliver superior performance in a given job, role or situation.  He argued that job performance is better predicted by testing for competencies rather than intelligence.
Boyatzis,  promoted competency as a combination of motive, trait, skills and aspects of self-imaging or social role or a body of relevant knowledge. In other words, competencies encompass all characteristics that relate to successful performance.
Klein offered a contrary definition that competencies are a collection of observable behaviors. He believed that  behaviors drive  competence.
2000s competencies are generally grouped and tied to specific positions and levels within a company or organization.
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 Provide  direction
 Are measurable
 Can be learned
 Can distinguish and differentiate the organization
 Help integrate management practices

Presenter
Presentation Notes
Simply stated, competencies define in behavioral terms what an organization’s leaders need to do to produce the results  that are consistent with and builds upon the organization’s culture.
Direction is strongest and most clear within organizations when competencies explain not only what or how but the why.   This becomes the organization’s leadership brand.
The measurability of competencies enables an organization to evaluate the extent to which their leaders are demonstrating and performing and/or making progress towards  meeting required proficiency levels.
Learning organizations take steps to develop leadership capabilities that can be  demonstrated on the  job.  Competencies are malleable they can be learned and improved through training, education, experience, mentor and coaching.
The DoD Civilian Competency Model exemplifies the Department’s  Leadership Brand.  It supports the  action orientated nature and culture of DoD while encompassing the need for leaders at all levels of the continuum to demonstrate a level of proficiency dependent on the leadership position.
Competencies provide a structure model that can be used to integrate management practices. When competencies are clearly defined, organizations can align their recruiting, performance  management, training and development practices to reinforce key and valuable behaviors.
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 Emphasis shifts from position to people
 Strengthens organizational capabilities and values
 Supports career paths and opportunities for 

progression
 Enables systematic and integrated workforce 

development
 Establishes expectations for performance
 Focuses leadership hierarchy on results and 

continuous improvement

Presenter
Presentation Notes
Over the last 20 years , there has been a shift in focus away from identifying the job dimensions of leadership  positions toward identifying and developing the leadership skills that leaders need to be effective, e. g. The DoD Civilian Leader Development framework/continuum identifies the competencies needed by our civilian leaders across the leadership continuum.
In the 1970s the field of education began to pursue the idea of teaching to competencies to improve educational effectiveness.  Competencies were viewed as the requisite knowledge and abilities that students needed to learn and demonstrate at certain grade or field of study.  Competencies set a “floor” for expectations for students and provided a structure for making a wide range of educational decisions related to course content and student performance standards.
There is significant history of research on person-centered models by McClelland Boyzatis.  By the 1990s a majority of Fortune 500 companies had developed a competency model for their managers. 
The impact of competency models is significant and impacts productivity:
Focus on individual’s knowledge, skills and abilities
Provides a common development language
May be used in a broad range of positions
Adaptive to organizations needs or emerging skills, e.g., CEW
Used to develop fungible leaders who are effective in a variety of positions
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 Proven method of development
 Establishes expected levels of proficiency 
 Building block for developing leaders
 Provides for fair and accurate feedback
 Drives employee performance and improvement
 Garners employee support and trust
 Return on the Investment 

Presenter
Presentation Notes
It is no wonder that so many Fortune 500 companies have embraced competency-based developed - it works.
There are no surprises in competency-based development employees know what is expected of them on the job regardless of their level/grade within the organization.
CLC research notes that employee productively is higher at companies whose employee’s performance standards are competency-based. A well designed competency framework sets the stage for clear and accurate feedback that can improve employee performance up to 39 percent.
Well designed and implemented competency models have the potential to:
Improve employee/organization performance
Provide every employee with a tool for career development
 Improve employee effectiveness  by focusing on the right skills at the right time
Improve retention and increases availability of skilled and competence pipeline 
Improve employee trust in an HR management system that delivers consistent messages and values
Today competency models are a way of life for most public and private institutions. This concludes my presentation.  Dr. O’Leary will discuss the expanded influence and  impact of competency models .  
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 Utilizing audience feedback from the session, 
notate next steps on this slide

 You may close the presentation and note on 
screen during the session
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Patricia Kasold
patricia.kasold@cpms.osd.mil

703-696-8663

Please remember to fill out the evaluation form located in 
your program and drop it off at the back of the room or 

at the registration desk.

Presentations will be posted on the Summit website at the 
conclusion the of event.

mailto:Patricia.kasold@cpms.osd.mil�


The Competency Movement from 
Research to Practice

Brian S. O’Leary, Ph.D.
April 27-28, 2010

DoD Executive Management Training Center
Southbridge, Massachusetts

April 26-29, 2010

Presenter
Presentation Notes
Good afternoon and welcome – I am Patty Kasold  with CPMS/LPDD.  As a leader development specialist my area of responsibility is competency-based development and implementation of the DoD Civilian Leader Competency Model.
With me today is Dr. Brian O’Leary from OPM. Dr. O’Leary is a Manager with the Individual and Organization Assessment and Evaluation, HR Strategy and Evaluation Solutions.
This is a two part presentation – My presentation will focus on the historical aspects and critical milestones  in the evolution of competency-based development in the workplace.  I will also discuss the benefits/advantages of competency-based development.
Dr. O’Leary’s presentation will address how the competency-based approach has morphed from employee development to broader aspects of human capital management. Brian will also discuss the impact competency-based development has had on the talent management process across the Federal Government.
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 Discuss OPM’s involvement in Competency 
Modeling

 Share current applications of Competency 
Modeling

 Discuss future applications of Competency 
Modeling

 Discuss how Competency Models add value

Presenter
Presentation Notes
The objectives of this session are to:
 Frame the evolution of competency models and their use from a historical perspective.
 Convey the pertinence of competency-based management to  leadership training and development.
Discuss the role of Human Resources in a competency based-approach to training and development.
And finally to make the “business care” – the advantages gained for the employee and the organization  in using a competency-based model.
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A measurable pattern of skills,

knowledges, abilities, behaviors, and other

characteristics which an individual needs 

to perform work roles or occupational 

functions successfully.

Presenter
Presentation Notes
The Romans used competency profiling to describe the attributes of a good  Roman solider.  They were very selected and in addition to the requirement to be a citizen they took into consideration such psychical  attributes as height, strength, and endurance.  They also looked for individuals that were self-disciplined, flexible, loyal and courageous.  Amazingly similar  to  the attributes that our military seeks of today’s recruits.
CIT is used to identify work behaviors that classify good and poor performance.  It was used by the AF during WWII to identify behavioral events to distinction between superior and average performers. Flanagan’s work differentiated between effective work behaviors and laid the foundation for competencies.
Inspired by Flanagan’s work McCllelland developed the term “competency” as an under lying characteristic of an individual that enables him/her to deliver superior performance in a given job, role or situation.  He argued that job performance is better predicted by testing for competencies rather than intelligence.
Boyatzis,  promoted competency as a combination of motive, trait, skills and aspects of self-imaging or social role or a body of relevant knowledge. In other words, competencies encompass all characteristics that relate to successful performance.
Klein offered a contrary definition that competencies are a collection of observable behaviors. He believed that  behaviors drive  competence.
2000s competencies are generally grouped and tied to specific positions and levels within a company or organization.
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 Competencies can be the basis for unifying HR 
functions, creating a common language and 
providing a consistent message to employees

 Competencies can be used in:
◦ Selection
◦ Training and Development
◦ Performance Management
◦ Succession Planning

Presenter
Presentation Notes
Simply stated, competencies define in behavioral terms what an organization’s leaders need to do to produce the results  that are consistent with and builds upon the organization’s culture.
Direction is strongest and most clear within organizations when competencies explain not only what or how but the why.   This becomes the organization’s leadership brand.
The measurability of competencies enables an organization to evaluate the extent to which their leaders are demonstrating and performing and/or making progress towards  meeting required proficiency levels.
Learning organizations take steps to develop leadership capabilities that can be  demonstrated on the  job.  Competencies are malleable they can be learned and improved through training, education, experience, mentor and coaching.
The DoD Civilian Competency Model exemplifies the Department’s  Leadership Brand.  It supports the  action orientated nature and culture of DoD while encompassing the need for leaders at all levels of the continuum to demonstrate a level of proficiency dependent on the leadership position.
Competencies provide a structure model that can be used to integrate management practices. When competencies are clearly defined, organizations can align their recruiting, performance  management, training and development practices to reinforce key and valuable behaviors.
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Survey

Task - Competency
Linkage

Benchmark
Development

Literature 
Review

MOSAIC Approach

HR Manager

Presenter
Presentation Notes
The MOSAIC approach consists of several steps.
1. An extensive literature review is conducted to identify the full array of tasks and competencies that describe the occupations in the study. 
2. Focus groups comprised of employees in the occupations being studied and supervisors of employees in those occupations review, critique, and refine the tasks and competencies. The final tasks and competencies are incorporated into a job analysis survey.
3. The rating scales used in the survey are selected in accordance with the Uniform Guidelines on Employee Selection Procedures, the Standards of the Division 14 (Society of Industrial/Organizational Psychology), and other professional and legal requirements. 
4. A panel of psychologists links the tasks to the competencies that are needed for effective task performance. 
5. A pilot test is administered to a small sample of employees and supervisors. The results of the pilot test may warrant modifications and another focus group review. The final survey is distributed to thousands of employees and supervisors across the United States.
6. The survey data are analyzed and programmed into the HR Manager.  
As you can see, the MOSAIC approach to developing competency models is really just an application of job analysis methodology to identify competencies rather than the KSAs on which job analyses have traditionally focused.



Managerial

Professional & Administrative

Trades and Labor

Science and Engineering

Information Technology

MOSAIC Studies
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Clerical & Technical

Presenter
Presentation Notes
To date, OPM has completed studies of six Governmentwide occupational groups.

The managerial study, conducted in 1991, sampled 20,000 Federal supervisors, managers, and executives. In 1998, OPM conducted  follow-up  reviews of the managerial literature to update the leadership model. 

During 1994, 140,000 surveys were mailed to Clerical and Technical employees and their supervisors. Approximately 60,000 surveys were returned, providing sufficient data for 67 occupations.

The Professional and Administrative occupational study, conducted in 1996, resulted in data from approximately 47,000 respondents covering 105 occupations.

The Information Technology (IT) study, conducted in 2001, covered 15 IT occupations, including the 10 parenthetical titles for the 2210 Information Technology series.  A total of 4,461 surveys were returned.
The Trades and Labor study was conducted in 2001-2002.  A total of 7,779 surveys were returned, providing sufficient data for 76 occupations included in the HR Manager.   
The Science & Engineering study was also concluded in 2002.  A total of 14,146 surveys were returned, providing data for 45 occupations.
No other database like this exists in the world. Only at the Federal level have we been able to pool resources to conduct these types of studies.
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Competency 
Consortium

Presenter
Presentation Notes
It is no wonder that so many Fortune 500 companies have embraced competency-based developed - it works.
There are no surprises in competency-based development employees know what is expected of them on the job regardless of their level/grade within the organization.
CLC research notes that employee productively is higher at companies whose employee’s performance standards are competency-based. A well designed competency framework sets the stage for clear and accurate feedback that can improve employee performance up to 39 percent.
Well designed and implemented competency models have the potential to:
Improve employee/organization performance
Provide every employee with a tool for career development
 Improve employee effectiveness  by focusing on the right skills at the right time
Improve retention and increases availability of skilled and competence pipeline 
Improve employee trust in an HR management system that delivers consistent messages and values
Today competency models are a way of life for most public and private institutions. This concludes my presentation.  Dr. O’Leary will discuss the expanded influence and  impact of competency models on Human Resource systems.  

http://www.xerox.com/�
http://www.pepsico.com/�


Team Building
Customer Service

Technical Credibility
Accountability
Decisiveness

Influencing/Negotiating

Technology Management
Financial Management
Creativity & Innovation

Partnering
Political Savvy

External Awareness
Vision

Strategic Thinking
Entrepreneurship

Fundamental Competencies
Interpersonal Skills Oral Communication                     Continual Learning

Written Communication Integrity/Honesty                           Public Service Motivation

Team Leader
Project Manager

Supervisor

Manager

Executive

Human Resource
Management

Leveraging Diversity
Conflict Management

Service Motivation
Developing Others

Managing
Projects

Managing
People

Managing
Programs

Leading
Organizations

Managing
Yourself

The Leadership 
Journey

Focusing Your Learning
For Career and Organizational 

Success
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Presenter
Presentation Notes
We use this model to help individuals and agencies build the development segment of their Succession Plan.  The graphic lays out the 27 OPM leadership competencies.  The competencies serve as the roadmap for leadership development.  
The core Leadership competencies are basic competencies for all employees.  Research indicates that without these core competencies, success at upper levels not possible.  
The graphic illustrates the customary levels of management and leadership.  Associated with each level are related competencies that are critical for success at that level and form a developmental step for the next level of management or leadership.
There are key experiences at each level that are designed to reinforce the associated competencies.
These key experiences eventually serve as building blocks for the ECQ’s.





Flexibility Integrity/Honesty Interpersonal Skills
Resilience Customer Service Oral Communication
Continual Learning Problem Solving Written Communication
Service Motivation Technical Credibility Mission Orientation
Computer Literacy

Team Building
Accountability

Decisiveness
Influencing/Negotiating

DoD Mission and Culture

Human Capital Management
Leveraging Diversity

Conflict Management
Developing Others

DoD Corporate Perspective
National Security Foundation

Technology Management
Financial Management

Creativity and Innovation
Partnering

Entrepreneurship
National Defense Integration

National Security Environment

Vision
External Awareness

Strategic Thinking
Political Savvy

Global Perspective
National Security Strategy

Lead the 
Institution

Lead Self

Lead Teams/Projects

Lead People

Lead Organizations/
Programs
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 Selection of senior executives Governmentwide

 Training curriculum in OPM’s Management Development Centers 
linked to the competencies

 Leadership development

 diagnostic assessment (OPM Leadership 360™)

 training courses 

 development programs

 Leadership succession planning in organizations



 Ability to perceive and understand personal feelings and those of 
others

 Crosswalk of OPM’s Leadership Competencies to Emotional 
Intelligence (EI) Competencies shows high overlap

 Development of EI Competencies for Organizations was partly 
based on MOSAIC Leadership Competency studies conducted by 
OPM

 EI Competencies* provide excellent behaviors that can be 
incorporated into the training content for many of OPM 
Leadership Competencies

* go to web-site: http:/www.eiconsortium.org
11



 TRADITIONAL QUALIFICATIONS

◦ Rigid, traditional time-in-grade 
and experience requirements

◦ Mere experience does not 
address how effectively 
someone will perform

◦ Time consuming for applicants 
to describe experiences

◦ Time consuming for HR 
Specialist to evaluate -
automated systems have 
helped

 COMPETENCY-BASED 
QUALIFICATIONS

◦ Based on "whole-person" 
competency models

◦ Derived from sound job 
analysis

◦ Focuses on optimal 
competency profile for job -
not just minimal qualifications

◦ Uses standardized, validated 
competency assessments

◦ Reduces applicant burden 

12



If not using SUPERIOR performance as template,
selecting, training to mediocrity

% SUPERIOR Performance
with Competency-based
selection, training

Baseline % SUPERIOR 
Performance

Baseline Competency-based selection, training

.60 S.D.

13

Presenter
Presentation Notes
Notes
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Brian S. O’Leary, Ph.D.
brian.o’leary@opm.gov

202-606-3745

Please remember to fill out the evaluation form located in 
your program and drop it off at the back of the room or 

at the registration desk.

Presentations will be posted on the Summit website at the 
conclusion the of event.

mailto:Patricia.kasold@cpms.osd.mil�

	1.1a The Competency Movement
	Slide Number 1
	Session Objectives
	Milestones in History 
	Why Competency Models are Important
	The Impact  of Competency Models 	
	The Business Case for Competency-based Development
	Next Steps
	Thank You
	Slide Number 9
	Slide Number 10
	Slide Number 11
	Slide Number 12
	Slide Number 13

	1.1b The Competency Movement
	Slide Number 1
	Session Objectives
	“Competency” Defined
	Using Competencies
	Slide Number 5
	Slide Number 6
	Competency in the Federal Government
	Slide Number 8
	Slide Number 9
	�Applications of the OPM Leadership Model�
	Emotional Intelligence �
	Future Application: Competency-Based Qualifications
	Adding Value: �Select, train to shift curve to the right
	Next Steps
	Thank You




