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AMERICA’'S ARMY: "
Overview

e Background

e Approach

 Life-cycle Management
e Career Mapping

« Competency Validation
 Do’s and Don’ts

Assistant G-1 for Civilian Personnel

|
:



AMERICA’S ARMY:
THE STRENGTH OF THE NATION

Backaground

o Started 2006 via initiation of Federal Agency Work Group
session to gather info on all available competency work

 Reviewed all info on approach, content, and use
* Picked the NASA model

* Gathered & consolidated all available validated competencies
by occupations across the agencies

 Built a competency-based management tool to be used for
multiple purposes in life-cycle management

« Populated the tool with all available validated competencies
by series

« Conducted information briefings & memo from leadership
announcing the administration of competency tool

e Launched

Assistant G-1 for Civilian Personnel - %
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AMERICA’S ARMY:
THE STRENGTH OF THE NATION

Army’s Approach to
Competency Management
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AMERICA’S ARMY:
GRS E NG Ee I sc I= YN I[e)\l Approach to Competency-based Management

Army’s Competency based Management Goal:
Integrated Processes and Interfaces

Strategic
Planning

Competency
Management

Assistant G-1 for Civilian Personnel unciassiFien — + £




AMERICA’'S ARMY:

IS EN R =R AV N o]\l Approach to Competency-based Management

IMS— Selection r

' | ‘ USASTAFFING l 6-EOD ‘ -

: Position
SR ulAEIES Competencies
Recruitment
request USAJOBS
Current
Position Position PSIP
Requirements Description
USAJOBS
ASSESS
Assistant G-1 for Civilian Personnel unciassiFien Y4




AMERICA'S ARMY:

=Ry iEN G e =R =Y NIle]\M Approach to Competency-based Management

IMS — Civilian Training/Development/Planning/Performance

CMS DCPDS ATRRS CHRTAS/ACT

Other Training

Competencies Courses

Career Maps

Current Position Training Army Training Individual
Requirements Accomplished Courses Development Plans

Succession Plans

Individual Gap
Assessments Return on
Investment

M

-_— OO, ERRRRSRRRRRRRRR
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AMERICA’'S ARMY:

IGIESEN G RNV Approach to Competency-based Management

Army’s Competency Management Structure h
How it works

« Functional Chief Representatives are the proponents of occupations

* Responsibilities in Competency Management include:

v' Participation of their employees in CMS - STRATCOM

v' Analysis, measurement , and interpretation of the gaps at the
occupational level, reporting on gaps current, and over time to track
progress

v" Develop gap closure strategies, implementation, and gap closure
assessments

v'Identify/Review /Approve: Core competencies for almost all positions in
an occupation (Tier I) and almost all positions in a specialty within an
occupation (Tier II)

v' Review/Approve new competency additions submitted for positions prior
to their addition to the competency library resident in the tool

v'Identify/submit addition to occupational and specialty level future mission
related competencies with proper documentation

v" Provide training & development guidance on competency gaps

v' Gather needs from commands and represent the resourcing requirements
based on criticality of gaps

Assistant G-1 for Civilian Personnel — %9
&



AMERICA’'S ARMY:

IGIESEN G RNV Approach to Competency-based Management

Army’s Competency Management Structure (Cont.) M—
How it works

» Responsibilities of others in Competency Management include:

v Supervisor’s Role - - Conduct yearly reviews in
synch with all other reviews of position competency
requirements & employee competency proficiency
levels. This requirements will ensure contents of the
position competencies remain current as position and
employee competencies change and review gap
closures status of their employees and compare
progress from year to year . This will also enable
updating PDs as they change

v Organizational Leaders/Commanders’ Role —
Review Competency gap reports and progress by
occupation to set direction on mission based priorities
for closing gaps

Assistant G-1 for Civilian Personnel — %0
- 4



AMERICA’'S ARMY:

IGIESEN G RNV Approach to Competency-based Management

d Army’s Competency Management Process h

How it works

1. Voluntary completion of entries in CMS
(Goal = 100% of all employees)

2. |dentification of Important Position Competencies at
Occupational level

a. CMS listing of position competencies that have been rated 3
or higher by majority of employees and supervisors

b. SME review of CMS data to determine if the results make
sense from the perspective of both current and future
missions, and if not modify

c. SME review of gap reports (aggregated at occupational
level: differences between position vs. employee
competency levels) from CMS

Assistant G-1 for Civilian Personnel %ﬂ



AMERICA’'S ARMY:

IGIESEN G RGN Approach to Competency-based Management

Army’s Competency Management Process (Cont.) h
How it works

3. ldentification of Core Position Competencies - after
examining all data from step 2, SMEs identify

a. Tier | competencies that are required by almost
all positions in an occupational series, and

b. Tier Il competencies that are required by almost
all positions within a specialty area within a
series

4. ldentification of Position Specific Competencies (Tier
lll) - selected by Manager/Selecting official

NOTE: ALL COMPETENCIES USED FOR SELECTION DOCUMENTED ON
CRITICAL TASKS THEY ARE NEEDED FOR & STORED IN THE SYSTEM
ALONG WITH RATINGS ON 3 SCALES

Assistant G-1 for Civilian Personnel . %2
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AMERICA’S ARMY:
THE STRENGTH OF THE NATION

Competency Tiers for XXX Series

+ Enterprise Competency Management System (ECMS)
* 10-15 (Technical & Non-Technical ) Component
Tier | & I MCO Competencies will flow to DoD

/ bo D

« Army Core Comps in a Series
+ Competencies required by almost all positions in
series

Tier 1

« Army Core Specialty Comps in
Series
+ Geotechnical
+ Competencies required by almost all
positions within a specialty in a
series

» Army Comps Unique
to Position/Grade

+ Competencies that are
unique to the position

Assistant G-1 for Civilian Personnel

Core Teclhnical

Competencies
»Building and Construction
»Contract Admin. — General

Geotechnical

Specialty Competencies
»Foundation Design —Geotech.
»Embankment Design &
Construction- Civil Works
»Laboratory Testing- Geotech.

Position unique

» Use of specialized
Geotechnical substances in
construction




AMERICA’'S ARMY:

THE STRENGTH OF THE NATION

Competency Tiers:

“Mdanp

Competency Tiers

* Enterprise Competency
Management System
(ECMS)

+ Army Core Comps in an
: Occupational Series
Tler 1 * (Technical and Non-
Technical)

SES/ Leading
Scientific Tech

Expert — Broad
Assignments

% requiring
4 contact w/ top
mgmt and DoD

of te o Senior Development

+ Army Core
Comps in
Specialty within
Occupational
Series

* Army Comps
Unique to

Position/Grad
e

_ 4 officials __ _
Supv / Mgr Other Ed/Training
Sr. Tech. 4
ad Spec.—
2 broad and 0 O
; deep /= d ILE or Masters
1 responsipilit okina and 0 -
3 les o
emphahizi UL Other Ed/Training
g leaders cassocraginates (e
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AMERICA’'S ARMY:

THE STRENGTH OF THE NATION

Army’'s Competency-Based
Life-cycle Management Strategy

Competency-based Management is the single running thread through all HR functions

Assistant G-1 for Civilian Personnel %



AMERICA’'S ARMY:

THE STRENGTH OF THE NATION

—— Army’s tool — CMS for Competency data collection
How it works

= Email to employee

= Employee position competency requirements ratings of importance

=  Employee competency proficiency ratings in required position
competencies

= Email to supervisor

= Supervisor review and verification of required position

competencies for current & future (3 years out) position

= Supervisor review and verification employees proficiency ratings

in the required position competencies for current position

Assistant G-1 for Civilian Personnel  uncLassiFiED = Y4
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AMERICA’'S ARMY:
THE STRENGTH OF THE NATION

Planned CMS Architecture

CMS integration - push out validated competencies t

— PDs & number each position
— Vacancy Announcement

— Filter candidates on competencies that match
position competencies

— Update competencies as positions/employees
change

— Cost gap closure strategies by tracking them
against performance

— Track progression in gap closures over time

— Link to position driven competency requirements in

the next higher levels of responsibility & track
progression towards career management goals

Assistant G-1 for Civilian Personnel UNCLASSIFIED —
_ 4
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AMERICA’'S ARMY:

THE STRENGTH OF THE NATION

—

The Competency Management System (CMS) is the
repository for validated competencies that feed a system X for
competency closure & career management/workforce planning;

DoD’s standard competency based recruitment system Y.

Employee/Supervisor

)
& — ini
g\\\\\\/ / Training _ Development of
\f\/)/\( linked to IDP in
TN~ " competencies
A= |dentify . P
SMEs/FCRs and v
3 validate Repository - -“
competencies of |
validated Employee & Supervisor
: for a” Competencies Position competency
Supervisors : : requirements linked
m JOb SEries to applicant/internal
; |n CMS candidates
* competencies
(New DoD Staffing
Suite will be
Applicant
Employees Resumes

@ Competency based).
(]
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AMERICA’'S ARMY:
THE STRENGTH OF THE NATION CCD - Competency-based Civilian Development

Civilian Life-Cycle Development Steps

* Identify the position requirements e.g., competencies

* Identify the Gaps by category Mandatory/Foundational, Performance, Career

* Link Gaps to Closure Strategies

» Evaluate Gap Closure Strategies against requirements

/]

e Sum Evaluations

* Conduct ROI & Re-Assess Gap Closure & Adjust

» Aggregate Evaluations & ROIs by Command & Army

D\

% :
v
M_
v
v
v

Assistant G-1 for Civilian Personnel uncLassiFied ﬁ




AMERICA’'S ARMY:

THE STRENGTH OF THE NATION

Competency-based Civilian Development
(CCD)

Development is part of an overall Human Capital
Management enterprise Plan and the
foundation of competency based training
requirements, IDP training plans, Career
Planning and the assessment of the
effectiveness of training strategies in terms of
Return on Investment (ROI) on performance

Assistant G-1 for Civilian Personnel unciassiFieo = Y4



AMERICA’'S ARMY:
THE STRENGTH OF THE NATION

Integrating Processes and Work Flow

Assess
Competency
Ratings

Return on
Investment /— Identify Gaps

Plan Gap

Closure
Strategy

Train and l
Develop
= /

Assistant G-1 for Civilian Personnel unciassiFieo = Y4




AMERICA’S ARMY:
THE STRENGTH OF THE NATION

Army’s Career Path Finder
Use of Competencies in
Career Mapping

Assistant G-1 for Civilian Personnel yncLassiFiep . %
_ ———————



AMERICA’'S ARMY:

| Army Career Path |

Finder

O Self development programs
O Self Assessments — Your competency
assessments against other position
requirements, gap closure
recommendations)
O Cross Functional & Leadership
Opportunities in current and other series
and CPs
U Mentoring —finding a mentor
Q Potential job opportunities abroad
U Army Jobs - Descriptions of types of
work performed in various occupations

Workforce population Profiles and
Trends by series and others factors —
typical salary, demographics etc.
U Professional awards and
recognitions
Q Internship Opportunities
O Opportunities for marketing your
competencies
O Joining the Expertise Locator pool
capability for meeting Army’ needs

Competency-based

Ligl=RSaisi=\Nea s ROl o 1SN \ENRICINEE Career Planning and Development

N

Career Paths

CP10
Cp11
. £
o
CP 16 o
e
2a
Cp 18 S -
- . I E q)
Click *or equirements CP26 | S
, < ©
> >N
L O
0y
Tt
Q
> 5
€ =
==
23
@

ouu“oej_ —I=8

sJopeaT pue e

Your [User Name — to show employee name when
logged in] Army Career Path Finder
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AMERICA’'S ARMY:

THE STRENGTH OF THE NATION Career Program Specific Content

| SES / Leading Scientific Summit Development

GS Tech Expert — Broad Ldrshp /
14 + Assignments requiring Mgmnt Other Ed/Training
contact w/ top mgmnt and skills req
DoD officials SISCNCOSIN  coior Development

Senior Development

---------------------- of tech comps
Supv / Mgr Sr. Tech.
Spec. — broad and
deep responsibilitig Mgmnt — Grad study, 72 .
emphasizing spking and writing, prof "% ILE or Masters
leadership assoc activities

Other Ed/Training

12 -13

Other Ed/Training

Tech — trng to inc tech know, and
Gaining on-the-job skills for various "0 R e
Functional areas

Team Ldr / Journeyman — Expanding depth
in assignments with emphasis on developing 4.
supv, mgmnt, and human relations skills

Basic
Development

Intern / Entry — assignments and trng to dev

comps: job, Cmd, Army, functional area, General

Skills; communication, interpersonal skills; task ping,

coord, exec; data assimilation; team work; time / res mgmnt

Civilian Career Path Guide

Assistant G-1 for Civilian Personnel UNCLASSIFIED %
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AMERICA’S ARMY:
IS E N Re =R =\ VN le] Yl Competency based search and Expert Locator

J

ols in the Arnny Civiliain Seivice

Search Options

« Job Families

« Grade Levels &
Salary Ranges

* Key Words and
Capabilities

« Highlight Areas of

Interest
— « Locations
T PR . I
Job Locations Current Openings |_Number of Employees Projected Vacancies
X 31 999 0 164
VA 16 268 0 7! |
NY a8 106 0 31
cA 2 22 0 12 |

Army-wide Job Searc

1

Assistant G-1 for Civilian Personnel
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AMERICA’'S ARMY:

THE STRENGTH OF THE NATION

Army Employee and
Supervisor Roles In
Competency-based
Civilian Development

Assistant G-1 for Civilian Personnel uncrassirien - y 4




AMERICA'S ARMY: : :
THE STRENGTH OF THE NATION Employee’s Perspective

« Complete CMS for current position requirements
& submit for supervisor review

« Complete Leader self-assessment - Input to
CLIMB —review results

* View Succession Competency Gaps - Review supervisor
position competency requirements decide if wish to
pursue succession plan for current supervisor’ position.
Assess gaps between self and required supervisor
position competencies.

* View Career Goal Competency Gaps - Review career
maps, select interested functional areas and level to
pursue as a career. Assess gaps between self and
required position competencies of desired function and
position level.

Assistant G-1 for Civilian Personnel yncLassiFieD %




AMERICA'S ARMY:

THE STRENGTH OF THE NATION Supervisor’'s Perspective

« Complete Supervisory portion of the CMS - Input to the CMS I
to validate current/future position and employee
competencies and view employee gaps.

* Review employee gaps in current/future position
competencies from CMS.

* Review results of CLIMB.

* Review Succession Gaps — view results of employee self
assessment and required supervisor position competencies
for succession planning.

* Review Career Goal Gaps - results of employee self
assessment and required position competencies of desired
function and position level for career planning.

Assistant G-1 for Civilian Personnel yncLassiFieD %




AMERICA’S ARMY:
THE STRENGTH OF THE NATION

Army’s Approach to
Competency Validation

Assistant G-1 for Civilian Personnel yncLassiFieD %
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Usuall

Comp
etency
Model
S are
built
from
top
down

AMERICA'S ARMY:
THE STRENGTH OF THE NATION

‘he_ most common_approaches

Organizational Mission, Vision, Values and Strategy

Core Competencies - Foundation

Occupational Competencies

Technical Non- Technical

Functional Base

Observable Behaviors

Generic

Measurable Performance and Metrics

Leadership

SMEs
with some
Sampling

staHowiOCompetenciesrareridentified & used-in-Defining-EffectivesPerformancer

y————————————



AMERICA’'S ARMY: Unique aspects of Army’s Competency Approach -
THE STRENGTH OF THE NATION Facilitating Reality Checksé& Buy-In

1. SME's preview contents of CMS (listings of KSAQOs), add if anything
missing

2. CMS is administered — email to all employees requesting participation —
expected return is not the standard 25%, it is a minimum of 65% with
goal of 100% participation i.e., a census

3. CMS results show which competencies are most important for each
occupational series by grade level for today and into the future

4. CMS shows competency gaps between incumbents vs. position
competencies /

When SMEs review the results they
understand the value of CMS because
it validates their assumptions about
Moment! which competencies are important for

successful performance and where the
\gaps are based on their observations /

The AHA

== NOte: The most recent literature considers the “top down & bottom up” approach the Army is using as the most robust ™
approach to competency modeling. Ref: Michael A. Campion et al (2011.) Doing Competencies well: Best Practices in Compete’y
Modeling. Personnel Psychology, 64, 225-262

SRCEARSSHHED



AMERICA'S ARMY: Challenges in Establishing
THE STRENGTH OF THE NATION Competency-based Management Systems

‘ OVERALL CHALLENGES: |

\/

 ldentifying the right competencies in very large workforces

* Relying on SMEs to identify currency and relevancy of competencies for
successful job performance

* Relying on incumbents and supervisors to complete competency assessments
» Educating workforce on Competency-based Management

 ldentifying the governance structure for management of competencies

» Developing policies, processes, and procedures for implementation

» Developing the right tools that capture all aspects of competency use, track their
iImpacts, and allow continuous maintenance

» Establishing enduring leadership engagement and commitment

Assistant G-1 for Civilian Personn&)nciassiFien - %
4



AMERICA'S ARMY: .
THE STRENGTH OF THE NATION Major Impacts of Competency Models

Competency Models:

» Competency models facilitate the alignment of HR systems to reinforce the same
competencies meaningfully to help promote organizational goals

. - Competency
Organizational Model: « High Performance
i i Technical: :
Mission Z'::: Linked to - Business Strategy & Objectives
Strategic Goals & Comp 2 * Future Requirements
. . Comp 3
Objectives
Non-Technical Join HR System Focus on
Comp 1 Competency Model
Comp 2 * Hiring
C 3 : * Trainin
o Linked to "9
» Appraising

Explains the nature

of effective » Developing

performance: What
really matters in

* Promoting

— terms of job - Recognizing -
performance? o et
ASSis... ot Civilian Personne{NCLASSIFIED ~sLaving /44



AMERICA’'S ARMY:

What to do
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AMERICA’'S ARMY:

THE STRENGTH OF THE NATION L Successful Strategies for building Competency Models

1. Initial SME review of competency list to be validated through a survey tool

2. High participation rates - competency survey— seek census
3.  SME review of bottom up survey-based info — Ahal!ll

4.  Declaration by SMEs of Tiered Competency levels based on data driven information in addition to allowing for Specific
gele(gi?ns by Selecting official/Manager/Supervisor on position specific competencies — Critical for creating the life-cycle
ased focus

5. Conversation on gaps between employees and supervisors on position competency requirements — Eye opener!!

6. Process mapping and agreements for utilization of competencies in life-cycle management — Getting on the same sheet
operationally!!

7. Having a formal process for sign-off on competencies at Tier levels by Proponent — Documentation

8.  Survey participation requests and marketing of Competency-based Management by Functional proponents to all their
employees e.g., video messages, webinars etc..- Best marketers are the functional!

9. Unwavering leadership support and review of results on gaps and closure strategies, their successes and failures for set
ting priorities — Cant succeed without!

10. Aggregate level view of competency requirements vs. incumbent competency distributions — Brings Transparency,
Accountability, and Focus on Priorities

Assistant G-1 for Civilian Personnel — y <4
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What not to do




AMERICA'S ARMY: Ten Common Mistakes in building Competency Models
THE STRENGTH OF THE NATION

1. Settin r_icgid infleﬁible standards — e % competency.re u}rement shall not exceed 10 per

occupation, gap has to have a minimum of & numerical of 2
2. Iallgtnirrﬁtnegqrating competency management into Human Capital Planning and succession

3. Overdosing on documentation: Documenting every single competency with critical
tasks anci1 gratlng scarr('es regardless of tﬁelr |ﬂten§eé useg P y

4. Not having a system/ grocess that enables the cagture of the currency of the
competency requirements of positions as they change

5. ﬁelglin% on.SMEs too, heavily on identification of competencies of positions by various
evéls SHOULD require

6. Not having a test bed

7. Not conduc_tinq cPlptinuous evaluations from multiple perspectives in the use of
competencies’in lite-cycle

8. t having one consistent methodology in competency validation that is compliant with
'a\lll gwdeﬂges 9 P y P

9. Starting a competency list from scratch

10. Not having a plan of execution to transform to a competency based system

Assistant G-1 for Civilian Personnel %
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