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Abstract

First, this study sought to generate and critically analyze a concise, systematic
and rigorous multi-method approach to future-oriented competency modeling. The next
phase involved using this hybrid methodology and with the help of top business market
management experts around the world, develop a model that will profile exemplary
business-to-business market managers five years into the future. A prospective
naturalistic inquiry methodology centered on a pragmatic inductive analysis approach
was used because of the exploratory nature of this study. Such an approach allowed for a
tremendous amount of flexibility and tolerated slight adjustments of the study’s design
based on the data: the researcher could look into new directions that had not been
originally anticipated. This research was conducted using a modified Delphi technique
where the initial Delphic instrument was designed using a literature review, interviews
and expert review panels.

Business marketing practitioners, educators and researchers were consulted in
the pre-Delphic stages of the study. All these individuals were selected based on variants
of purposeful sampling approaches. Prior to the Delphi, a prelusive competency model
was developed through an environmental scanning process conducted simultaneously
with a literature review supplemented with a series of review panels composed of
business market management practitioners and researchers. All the members of these
panels were attendees of ISBM educator consortium meetings that took place in Atlanta
(Georgia); Pittsburgh (Pennsylvania) and State College (Pennsylvania). Prior to being
sent to the Delphic panelists, the first iteration instrument was scrutinized by 27 survey

researchers who were asked to critique the clarity of the instructions, the functionality of



the layout and to identify flaws such as loaded questions, double barrel statements and
so forth.

The Delphi panelists were selected using a purposive non-probabilistic dual-stage
stratified sampling technique mixed with a snowball approach. Initially, 25 experts from
each group (educators and practitioners) with expertise in over a dozen areas within B-
to-B market management were identified and nominated. The second step of the
sampling process involved asking these 50 experts to nominate additional experts for the
Delphi panel. The subjects represented three continents and a wide range of expertise.

At the end of the first Delphic iteration, a preliminary functional competency
model was developed and refined with the assistance of the Delphic panel. In an effort to
further enhance the model, data were collected separately from the two groups of expert
participants during the second and third iterations of the modified Delphi process. Three
main data collection methods were used throughout this piece of research which took
place over a period of three years punctuated by the ups and downs of the American
economy.

The design of the competency model entailed three main steps: construction, de-
construction and reconstruction. The construction phase involved all the stages from the
project’s inception until the end of the last iteration of the Delphi. During the process,
153 competencies were identified, arranged into 17 functional clusters and rated by the
Delphic panel. Using the quantitative data, the model was deconstructed and its various
parts examined. It was later reconstructed based on the results of the analysis.

In the last two iterations of the Delphi, the panelists rated the competencies using
a 6-level (1= least important ... 6= most important) dichotomous (1,2,3 = supplemental

and 4,5,6= core) Likert-type scale. Due to (1) the nature of the study, (2) the fact that the



data were inherently qualitative and subjective, and (3) the data measured concepts that
were heuristic in nature, the researcher deemed it prudent to treat the quantitative data
at the ordinal level using non-inferential and non-parametric approaches. Agreement
within the groups was measured for each competency in order to assess levels of
consensus, differences within the groups were measured to identify controversial
competencies and inter-rater reliability was measured to assess the consistency of the
ratings. Competencies were clustered in order of importance and a competency “kernel”
was identified. Since a large number of competencies were identified, the data were
analyzed and broken down into a series of “perspectives” with more manageable
“chunks” of data:

(D) The first perspective looked at the instruments that were utilized to collect the
data. A coefficient of reliability was used to measure inter-item reliability.

2) The second perspective looked at the experts who generated the competencies.
Descriptive data on all the participants were organized and examined; inter-rater
reliability was measured. In a preliminary attempt to estimate consensus building, inter-
rater reliability was measured using the ICC(3,k) two-way mixed model average measure
reliability (please note that the latter was done with caution). In all the cases, the Delphi
panelists were a fixed effect and the only judges of interest.

3 The third perspective looked at all 153 ratings to identify areas of dissentience
between the two expert groups. The latter were labeled: “controversial competencies”.
The differences between the two groups were examined and the competencies on which
the two groups diverged were isolated. Four levels of dissentience were identified at the

end of this analysis.
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(G)) Once the controversial competencies had been isolated, the remaining traits
were assessed. The fourth perspective identified and analyzed the highest rated
competencies in the model, which were branded: “kernel competencies”.

(5) After the kernel and controversial competencies had been identified, the
outstanding traits were analyzed to isolate the remaining core competencies. The latter
were further subdivided into 4 categories that emerged from the data.

(6) Perspective six looked at the residual, non-core competencies (identified as
“supplemental competencies™). These lowest rated cases were analyzed and clustered
into 5 categories.

@) The final part of the analysis looked at the modified Delphi process as a
consensus-building tool: the evolution of consensus within the two groups and between
the last two iterations was examined. While perspective 2 examined the data in the early
phases of the quantitative process, this analysis used a holistic approach and provided
snapshots of the consensus building process.

In an attempt to provide a more comprehensive view of the data, an emergent
model based on the six strata of the 102 “core” competencies was synthesized. The latter
depicted the data in a less compartmentalized and myopic manner than seen thus far
and offered a comprehensive view of the competencies. Aside from the “controversial
core” competencies, each stratum exhibited commonalities between its component
competencies:

- The kernel. Composed of six main themes, the kernel represented the most important
competencies that will define exceptional business marketers over the next five years.
- Tier 2. The second level of competencies (based on importance) encompassed various

aspects of the design of a competitive strategy, especially segmentation.
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- Tiers 3 through 5. The last three levels of the model focused more on the execution of
marketing strategy and the marketing plan.

- Controversial “core”. The competencies in this stratum were labeled as controversial
because the two expert groups diverged in the perceived importance of these
competencies. The ratings from the two groups attested that these competencies were
“core”, albeit the researchers and educators could not agree on their degree of
importance.

In an effort to offer a more complete assessment of the findings, two additional
expositions were offered. In the second adaptation of the model, the 102 core
competencies were broken down and reanalyzed to synthesize the “Emergent Functional
Model” (EFM). The latter was based only on competencies that had been identified as
“core” by both expert groups. The third synthesis of the model, the “Emergent Systems
Model” (ESM) was exploratory and sought to depict the interdependencies and
relationships that exist between the core competencies. This holistic perspective of the
business-to-business market management competencies was built based on concepts
borrowed from systems theory and cybernetics (first and second order). The ESM blurs
the line between individual and organizational market management competencies.

From the point of view of the competencies as a system, the most critical concept
identified was “segmentation”, a concept that is omnipresent throughout the model.
Most of the technical and marketing process-related competencies rely heavily on the
accuracy or the appropriateness of the segmentation scheme. Segmentation is somewhat
the technical manifestation of truly “understanding the customer”, the top competency

out of the entire pool of 153. Furthermore, it is at the heart of strategy.
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Looking at the competencies as a system, it is critical that the b-to-b market
management function be setup in such a way that market strategy is guided and
controlled through a series of negative and positive feedback loops. The ESM maps a
market strategy paradigm that is controlled through a series of sensing activities aimed
at detecting and predicting environmental changes. Based on input collected and
assimilated through the marketing function, marketing strategy is slightly corrected to
adapt to changing market conditions (negative feedback loop) or it is redrafted or
redesigned to adapt in anticipation of drastic changes in the markets (positive feedback
loop). At the heart of this anticipatory self-correcting model is an adaptive segmentation

approach.
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Preface

Three years ago, about two dozen member firms of the ISBM (Institute for the

Study of Business Markets) were polled and asked if:

(1) they had developed or were currently using a B-to-B marketing competency model (or
some form of skills inventory)

(2) in the event that they did have such an instrument, they were asked if they would be
willing to share it with the other member firms.

Over 80% of the respondents had not developed a competency model or skills inventory,
and among the very few who did, only ONE agreed to share it. Due to the high cost of
developing competency models, it is possible that if a corporation did invest in such a
venture, the results of the study would be treated as strategic information thus, would
not be published. Rothwell and Lindholm (1999) explained that “rigorous competency
models remain time-consuming and expensive to develop. It is not uncommon for a
competency study of all upper management positions in a large U.S. company to cost
between $1 million and $3 million”. They went on to explain that traditionally,
competency models had been built using retrospective studies focused on past critical
events but due to the dynamic nature of the world we live in, a future orientation was
warranted.

The purpose of this study was two-fold. First, it sought to develop and analyze a
systematic approach to building future-oriented competency models by refining and
adding rigor to a modified hybrid-Delphi methodology. The latter was then used to
identify the competencies that will define exceptional business-to-business market
managers over the next five years and synthesize a series of models based on these traits.

Even though the business-to-business market management occupation is present in


http://www.isbm.org/
http://www.isbm.org/
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various types of industries, it was assumed that there exists a core set of competencies

that is common to all exemplary performers in that occupation.
The business market management competency models were designed to address
various Management and Human Capital issues among which:
« Performance management
Succession management and high potential identification
Competency-based workforce planning
= (Gap assessment
= Training curriculum design
= Recruitment and selection
= Career pathing
« Individual development planning
Coaching, counseling, mentoring, sponsoring
= Various facets of “portable competencies”
= Strategic HR planning at various levels
In order to be used effectively, the models should be customized to the
requirements of a specific firm or at least a specific industry. The model is meant to be
tailored to the needs of a specific environment: it should be aligned with the company’s
(or business unit’s) overall strategy taking into account the organization’s culture. If a
firm is already using some form of a skills inventory, integrating aspects of this model
should be easier. Depending on the environment, the customization can range from very
simple to very complex. For example, the model suggests that marketers work with sales
to align the marketing and sales strategies. If the relationship between the marketing and

the sales functions is dysfunctional, that aspect of the competency model may be very



XXV

difficult to implement (in such a case, what would be needed is no longer training but an
organization management intervention).

The customized competency model will provide the user with a map that
describes what people should "look" or "act" like at different levels! and in different
roles? within the market management function of a specific business unit, firm or
industry. Since the “behavioral anchors” (also called “behavioral indicators™) will vary
from company to company, it is imperative that the model be customized. In the early
stages of the study, a quick overview of the levels! within the marketing function at a few
b2b firms showed that some organizations had 3 levels while others had more than 5. In
some environments, the market management function was spread? amongst a large staff
of highly specialized individuals while in others; the work was being completed by a
handful of “generalists” who wore multiple hats. Creating a very detailed but generic
competency model that could be applied to every firm, in every industry under any
market conditions would have been a futile exercise.

This thesis follows a classic five chapter layout. The first chapter introduces the
research and its parameters. The second chapter covers the literature on three main
topics: business market management, competence and the Delphi technique. The third
chapter describes the methodology, data collection and subject selection. Chapter 4 goes
over the findings from the various analyses used to breakdown and explore the
competencies. The last chapter covers the synthesis of all the findings from the preceding
chapter into three emergent holistic models; suggestions for future research and a review

of the Delphi-hybrid are also offered.

Lvertical (ie. junior level ... senior level)
2 horizontal (ie. Product managers, Brand managers, Marketing Research managers, Market

Communications managers ...)
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The document includes various internal hyperlinks which are identified by text in
“blue bold font”. In addition, external links to the internet can be identified by their

“underlined blue bold font”. Once a link is clicked, the reader will be taken to the

link’s destination. If the link’s target is a large figure, the page size will automatically
change to allow you to view the entire figure. Depending on your screen size, the page
may become too small to read; in such a case, you may resize it to a dimension that suits
your needs. If you wish to navigate the document, please use the bookmarks, which
follow the same hierarchy as the table of contents.

This report depicts work that is still in progress. The study raises many issues
related to (1) the development of future-oriented emergent functional competency
models and (2) to the business market management occupation. Over the next few years,
the researcher hopes to further investigate these topics and will provide updates on the

study’s web portal (www.B2Bcompetencies.com). Your input and suggestions are

always welcomed (allen@CompetencyPlexus.com).


http://www.b2bcompetencies.com/
mailto:allen@CompetencyPlexus.com
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Chapter 1

Introduction

Fools make researches and wise men exploit them.
H. G. Wells (1866-1946)



Introduction

In 1980, Patricia McLagan, one of the best-known American practical theorists in
Training and Development, predicted that “competence” would become an important
trend; the past two decades have supported her prediction. She introduced competency
models as a means of improving not only worker development, but also all facets of
Human Resource Management systems (McLagan, 1980, p.22).

As one can imagine, an organization’s success or failure can be directly related to
the quality of its workforce.

The most important elements in the quest for a competitive advantage in

commerce, be it at the micro, or firm, level or at the macro, or national,

level, are the skills and initiative of its workforce. Technology is only as

good as the ingenuity of those who can both maintain and use it to the

fullest potential (Gray & Herr, 1998, p. 44).

Over the past hundred years, industrialization and its machines have had a tremendous
impact on the way goods were manufactured but Thurow (1996) tells us that the
hallmark of the industrial revolution was the slow transition from an unskilled to a
skilled workforce (p.76). As we enter a new millennium, advances in technology are
again affecting the way business is conducted.

In an era of man-made brainpower industries, individual, corporate, and

national economic success will all require both new and much more

extensive skill sets than have been required in the past. By themselves

skills don't guarantee success. They have to be put together in successful

organizations. But without skills there are no successful organizations

(Thurow, 1996, p. 76).

Innovations in technology and the evolution of management-related strategic

techniques have set off the creation of complex tools that facilitate communications

across the board and allow workers to make better decisions in a fraction of the time it



would have taken otherwise. As technology continues to evolve, so will the tools; they
will become more sophisticated and more efficient. It is therefore imperative that the
worker of the future be able to effectively use them or businesses will suffer greatly.

Business-to-business market management (also known as business marketing
and formerly, industrial marketing) is an area of business that has greatly benefited from
such tools. The advent of data analysis software has allowed marketers to make better
predictions while reducing analysis time. Computers have allowed for the creation of
complex forecasting models and complicated schemes that help better understand the
needs of customers. As the tools continue to evolve, business marketers will have to keep
pace with these tools, techniques and underlying technologies; otherwise, their
competitors will “outskill” thus, outperform them.

A business marketing competency model would allow companies to manage most
aspects of their business marketing human resources needs including (but not limited
to):

Recruitment and selection

Assessment

Individual development planning

Training curriculum design

Coaching, counseling, mentoring, sponsoring

Succession planning and high potential identification

Career pathing (McLagan, 1980, p. 23).

If done correctly, such a model will facilitate the inventory and tracking of business
marketing competencies throughout a firm. It will help optimize the use of the
marketers’ skills and abilities; therefore increase efficiencies and impact the
organization’s bottom line.

“Worker competency”, the topic of this study, should not be confused with “core

competency”, which Prahalad and Hamel (1990) define as “the collective learning in the

organization, especially how to coordinate diverse production skills and integrate



multiple streams of technologies”. In the confines of this study, the B-to-B market
management competency model is described as a future-oriented descriptive paradigm
which depicts the key capabilities (knowledge, skills, attitudes and other traits) that will
define exemplary B-to-B market managers over the next five years. These capabilities are
not necessarily expected to be mastered by one individual, they may be scattered

throughout the market management function of a large corporation.

Statement of the problem

In 1986, Kastiel stated that the majority of graduate-level programs in marketing
tended to focus mostly on consumer marketing and ignored business-to-business
marketing. She claimed that many business-to-business marketers felt that the subject
should be taught as a separate discipline and that the graduates of marketing programs
did not have the skills needed to flourish in a business-to-business marketing
environment. She also complained that there were very few good textbooks and limited
research being done in business-to-business marketing. A recent review of the B-to-B
marketing education literature supports that Kastiel’'s two-decade-old concerns may still
hold true. Fourteen years later, Mohr (2000) suggests that curricular changes in the area
of business-to-business marketing are recently occurring; unfortunately, he does not
support his statement with detailed factual information.

Even though the fundamental tenets of the profession remain the same, the tools
used by business-to-business marketers have evolved; consequently, the expected

performance of a business marketer is higher than ever.



B. Charles Ames noted in 1970 that marketing in the industrial world is a

total business philosophy, based on improving performance by identifying

the needs of each key customer group. The same is just as true today, but

performance requirements have substantially toughened. [...] Executives

demand increasingly more accountability from their sales and marketing

staff (Kay, 1999, p. 281).

Marketing has become a complex art where the winners are the artists who are able to
properly scan the landscape and interpret all its intricacies onto a canvas. Like artists,
successful marketers must be able to scan the market and develop its intricacies into a
value-adding model. Just as artists must be able to account for environmental factors
such as lighting variations, depth perception and color nuances, marketers must be able
to discern variations in the market, account for the customer’s perception of their
offering and understand the nuances in the needs of their customers.

Just as in art, it takes more than just technical knowledge to become an
exemplary marketer. A simple listing of tasks may not be able to depict an exemplary
performer. In order to fully grasp the essence of an exemplar, one would need a
competency inventory listing not only technical skills but also knowledge, traits, abilities,
attitudes and soft skills common to successful business marketers. A review of the
available, non-proprietary literature, suggests that such competency inventories have not
been developed for business marketers. Due to the high cost of developing competency
models, it is possible that if a corporation did invest in such a venture, the results of the
study would be treated as strategic information thus, would not be published. Rothwell
and Lindholm (1999) explained that

[...] rigorous competency models remain time-consuming and expensive

to develop. It is not uncommon for a competency study of all upper

management positions in a large U.S. company to cost between $1 million
and $3 million. (p. 104)



Purpose of the study

This study attempts to contribute to the knowledge pool in two ways:

= |t seeks to contribute from a methodological standpoint by redefining and
adding rigor to a method that has been in use for over five decades.

= It uses the strengthened method to develop a competency model for a dynamic
occupation that is still maturing.

This study sought to generate and critically analyze a concise and systematic
approach to future-oriented competency modeling based on a Delphi-hybrid
methodology. The next phase involved using the hybrid methodology and with the help
of the top business marketing experts, develop a model that will define exceptional
business-to-business marketers five years into the future. The data collected were
examined to discover if a gap exists between what the expert practitioners and educators
perceived to be the competencies that will define exceptional business marketers over
the next lustrum.

This Delphi study provides educators and trainers with information on the skills,
knowledge, attitudes and other attributes business marketers must possess in order to be
among the best at their job. The Institute for the Study of Business Markets (ISBM)
located at Penn State University, in University Park, Pennsylvania will use the outcomes
of this research to adjust their training programs by anticipating the future training
needs of their member firms.

This research provides business managers and human resource professionals
with a competency model for the business-to-business marketing occupation that can be

used to enhance all phases of human capital development: from recruitment and



selection to assessment and succession planning. Over the past two decades, competency

models have been developed for various occupations:

Rothwell and Sredl (1992) identified the competencies of Human Resource
Development (HRD) professionals for the American Society for Training &
Development (ASTD).

Goldstein (1995) told us that healthcare providers were developing competency
models to improve employee selection, development and succession planning.
Rothwell (1996) conducted research on the competencies of Human Resource
Management (HRM) professionals based on trends affecting the future of HRM (p.
293).

Pfohl (1997) reported on research that was conducted on logistical competencies
using surveys and interviews.

The American College of Occupational and Environmental Medicine (ACOEM)
developed an inventory of competencies in 12 categories of occupational medicine
(Phillips, 1999).

Rifkin and Fineman (1999) conducted a study to “better understand the
characteristics of an effective technical manager”. The outcome of the research was a
competency model for technical managers.

Rothwell, Sanders and Soper (1999) developed a competency model of Workplace
Learning and Performance (WLP) professionals for the American Society for
Training & Development (ASTD).

The American Institute of Certified Public Accountants (AICPA) developed a

Competency Assessment Tool (CAT) to help its members identify their competence



gaps based on their career objectives (Waller, 1999; The CPA Journal, January 1998;

and Journal of Accountancy, February 1998).

Need for the study

A review of the literature did not discover any studies aimed at developing a
competency model for business marketers. The few efforts that have been undertaken to
develop a skills inventory for marketers focused on consumer marketing and they were
conducted using a job analysis approach to develop marketing curriculum (these studies
are discussed in chapter two). Since job analysis focuses on specific tasks, the results are
only valid as long as the tasks do not change. In this era of technological marvels, change
and innovation are continuously altering the way we do our jobs; therefore job duties
change as new technologies and processes are developed.

By focusing on the competencies of the worker, companies are able to develop
their plans and structure themselves so that they can change at the pace of innovation.
Theoretically, since competency-based systems focus on each worker’s abilities and
skills, they offer a modular approach to the fulfillment of a holistic endeavor; the
realization of organizational goals. Because of their modularity, these systems are more
tolerant to change and innovation.

Traditional competency models have been built on the critical incident technique,
which identified vital competencies based on past experiences of experts but Rothwell
and Lindholm (1999) tell us that

[...] competency models tend to be biased toward a past orientation.

Examinations of exemplary performers have often focused on what they
have done --with an emphasis on the past-- to address critical incidents



they face. But, as external environmental conditions change with
increasing rapidity due to shifting customer preferences and a dynamic
global marketplace, the need is intensified to move beyond examinations
of exemplary performers under past conditions. A future orientation is
needed. (p. 103)
This study strives to develop a competency model based on a heuristic, future-oriented

approach.

Objectives

*» To develop a systematic Delphi-hybrid methodology that can be used to develop
rigorous competency models.

= To use quantitative measures to gauge the internal consistency of qualitative data
collected from expert practitioners and expert educators.

= To develop a generic competency model for business marketers that can be used
across the various industrial classifications.

» To identify and rate technical competencies and skills that will characterize the
ideal business marketer over the next five years.

» To identify and rate attitudes, traits and other attributes that will characterize the
ideal business marketer over the next lustrum.

= To analyze the level of consensus within the “practitioner” expert panelists
regarding the competencies that will be important in a business-to-business
marketer.

*= To analyze the level of consensus within the “educator” expert panelists regarding

the competencies that will be important in a business-to-business marketer.
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To identify possible gaps that may exist between the expert practitioners and
expert educators on the perceived competencies that will define the ideal the
business-to-business marketer over the next lustrum.

To evaluate the use Delphi in building future-oriented competency models.

Delimitations and assumptions

The following factors established the parameters of this study:

The two sets of subjects (educators and practitioners) who participated in the
expert panels and the Delphi panel were selected with the assistance of at least
one of the directors of the Institute for the Study of Business Markets (ISBM).
None of the subjects involved in the study were remunerated.

The initial survey used in the first iteration of the modified Delphi was based on
future trends as determined by the literature and discussions with both
researchers and practitioners in the business-to-business marketing field during
three meetings of the Institute for the Study of Business Markets’ (ISBM)
Educators Consortium.

The study used a triangulation approach composed of both quantitative and
gualitative components. The qualitative portion of the study was based on an
amalgam of a naturalistic inquiry methodology and a pragmatic inductive
analysis methodology. The data collected during the quantitative portion of the
study were treated at the ordinal level.

An iterative three-round modified Delphi technique was used to draw up the final

list of competencies. Interaction between the two participant groups was only
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allowed during the first iteration. The Delphi panel members were allowed to add
competencies to the first instrument as they saw fit. These suggestions were
shared with both groups during the second iteration. Only the competencies for
which consensus was not clearly reached during the second iteration were
resubmitted to a group to be rated in the third iteration.

Due to the size of the Delphi panel, it was not possible to stratify the sample to
include all the industry classifications. The study was conducted on the premise
that the competencies identified will be common to exemplary business market
managers and transcend industrial classifications. In order to have a sample
incorporating all the NAICS (North American Industry Classification System)
industry classifications, the sample would have had to include more than a
thousand subjects, making it beyond the scope of this endeavor.

Because of the nature of the research, the study took place in the “real world”,
where all subjects were susceptible to stimulus from their environment (the latter
could not be controlled).

The final product of this study is not intended to be the elixir that will cure all the
business marketing competency-related ills but will provide a glimpse of the next
five years to come. The results of this research should be used as a basis for future

research.
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Limitations

This section provides an overview of the limitations of the study. These
limitations are discussed in more detail throughout chapter 3, where they are broken
down by category (methodological, sampling, etc).

This study attempts to predict 5 years into the future and limitations arise from
this fact. Since many of the innovations in business marketing are being driven directly
or indirectly by technology, any drastic changes in these technologies over the next five
years may affect the competencies needed by the marketers at that time.

Although the Delphi panel was carefully selected, certain factors such as personal
biases could not be controlled for. Unlike studies conducted in a laboratory with control
groups, all the subjects who participated in this piece of research were susceptible to
stimulus from a multitude of sources (business markets, work, and many other sources
of bias that are very difficult to control for or measure).

As with any form of research, this study is bound by inherent limitations. The
modified Delphi methodology used in this inquiry was experimental but thanks to the
dynamic nature of the data collection process and the iterative instrument that was used,
the methodology allowed for slight corrections as the study progressed. Many limitations
stem from the fact that qualitative studies rely on the researchers as the main instrument
and data processing tool. Even though researchers attempt to remain objective, due to
the nature of qualitative research, it is possible that biases may permeate. In a typical
gualitative study, data are collected from the subjects and analyzed by the researchers;
thereby leaving most of the interpretation and analysis in the hands of the investigators.

In the first iteration of this study, the data were collected, analyzed by the researcher and
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the resulting analysis sent back to the subjects. During the second iteration, the
participants were asked to comment on the analysis. The feedback process was repeated
for a second time during the third iteration. The iterative consensus-building process
involved the subjects in the analysis of the data, thus counteracting some of the biases
that may have stemmed from the investigator’s analysis.

This study was conducted with the assistance of the Institute for the Study of
Business Markets (ISBM). Limitations arise from the fact that all the participants were
directly or indirectly related to the ISBM: selection bias may have affected the results. On
the other hand, the methodology does warrant selection bias. In order for the Delphi-
hybrid method to work properly, the participants must be experts in their field (Czinkota
& Ronkainen, 1997), among the best of the best; therefore, it was imperative that the
sampling process be purposive and very selective. Furthermore, due to the size of the
sample, it was not possible to stratify the Delphic panels such that they represented all
the industry classifications. The study was conducted under the assumption that the
competencies that define an exceptional business marketer transcend industry

classifications, company size and geography.

Definitions of terms

= Business market management: “The process of understanding, creating,
delivering and profitably harvesting value from targeted business markets and
customers” (Adapted by Ralph Oliva from: Anderson & Narus, 1999, p.4).

Furthermore, business marketing differs from consumer marketing in the sense
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that the targeted customers are businesses, organizations or governments as
opposed to individual consumers.

Business marketing: In the confines of this study, the term “business marketing”
will be used interchangeably with “business market management”.
Business-to-business marketing: In the confines of this study, the term
“business-to-business marketing” will be used interchangeably with “business
market management”.

Business-to-Business market management competency model: a future-oriented
descriptive paradigm which depicts the key capabilities (knowledge, skills, and
attitude) that will define exemplary B-to-B market managers over the next five
years.

Business markets: “firms, institutions, or governments that acquire goods and
services either for their own use, to incorporate into the products or services that
they produce, or for resale along with other products or services to other firms,
institutions, or governments”. (Anderson & Narus, 1999, p.4).

Business marketer: In the confines of this study, the term “business marketer”
will be used interchangeably with “business market manager”.

Business process: sequence of operations that creates value to the customer
(Oliva, 1999).

Competencies: “characteristics of the people doing the work -knowledge, skills,
and attitudes (also values, orientations, and commitments)” (McLagan, 1997).
Competency assessment: the process of identifying the competencies of

successful performers (Rothwell, 1996, p.263).
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= Competency cluster: group of competencies organized around a main theme or
the purpose (Mirabile, 1997, Spencer & Spencer, 1993).

= Competency model: “decision tool that describes the key capabilities for
performing a specific job” (McLagan, 1996, p. 63), the results of a competency
study (Spencer & Spencer, 1993).

= Delphi: *a group process which utilizes written responses as opposed to bringing
individuals together” (Delbecq et al, 1975, p. 83).

= Delphic: relating to Delphi.

» Industrial marketing: (see business marketing).

= ISBM: Institute for the Study of Business Markets. The ISBM is a center of
excellence in the Smeal College of Business Administration at Penn State
University. Its mission is to improve the practice of business-to-business
marketing in industry, and to expand research and teaching in business-to-

business marketing in academia.

Conceptual framework overview

Infrastructure

The study was based on the works of many scholars in a variety of fields ranging
from human resources and development (HRD) to communications. The works of
Patricia McLagan (1980, 1996) in the areas of competency identification and competency
modeling provided the foundation on which the study was built; the operational
definitions of “competency” and “competency model” were taken from her more recent

articles. The works of William Rothwell (1992, 1996, 1998, 1999) and Lyle Spencer
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(1993) on competency identification and competency model design were used to select
and design the study’s methodological infrastructure. McLagan, Rothwell and Spencer’s
works provided the groundwork on which this piece of research was erected. Their work
is discussed in more detail in the section on competence (chapter two).
Framework

The inductive methodology used in the study was based on a naturalistic inquiry
approach. Triangulation was used to design a hybrid Delphi methodology. Created by
Olaf Helmer and Norman Dalkey, the Delphi method was used in the 1950s as a
forecasting tool. The original method and a few of its variants that had been designed
over the past five decades were reviewed. In an effort to strengthen Delphi’s reliability
and increase academic rigor, the half-century-old method was coupled with systematic
qualitative and quantitative methods borrowed from various disciplines. For example,
the design of the Delphic instrument took into account empirical psychological research
conducted on short-term memory and information processing. The competencies were
clusters into manageable “chunks” (Dembo, 1991). The competency clusters were then
grouped and ordered to optimize the logical flow of information. The ordering and
grouping of the clusters was based on the ISBM'’s value framework. The latter is at the
core of all the ISBM’s research and educational endeavors. Even the selection of the font
used in the Delphic instrument involved a bit of research. A more detailed look at the
methodology and the survey design is offered in the methodology section (chapter three)
and an overview of Delphi and its uses over the years is covered in the review of
literature (chapter two).

Literature searches revealed that very little had been written on business-to-

business marketing education or on business-to-business marketing competency models.
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The very few models that were found had been created by large business-to-business
firms and were considered strategic and proprietary information; therefore, very few of
the ISBM member firms that had developed a “skills inventory” for their business
marketers were willing to share the information.

Superstructure

The data collected were used to build the competency model. The process involved
three iterations during which content analysis and self-administered survey techniques
were used. The iterative consensus building method yielded a series of competency
clusters organized around an adapted version of the ISBM’s value framework, which was
modified based on the expert participants’ inputs at the end of the first iteration. Non-
inferential non-parametric statistical approaches were used to analyze the data and

generate the resulting competency model.

Summary

This study sought to strengthen the Delphi methodology and use the enhanced
method to develop a competency model for business-to-business marketers, irrespective
of industry classification. Literature reviews suggested that very few studies had been
conducted to develop such a competency model. The latter can be used for a broad range
of purposes ranging from human capital development to strategic planning. The next
chapter will cover an overview of the literature in three main areas: marketing education,

competence and the Delphi method.



Chapter 2

Literature review

Knowledge is of two kinds. We know a subject ourselves, or we know where we can find information upon it.
Samuel Johnson (1709-84
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Introduction

This chapter will cover a review of the literature on three main themes. First,
marketing education will be examined from an industry perspective, then from
academia’s point of view. Secondly, the concept of competence will be reviewed. The
history, the uses and applications of competency models and the various approaches that
have been used to develop them will be investigated. Lastly, Delphi, the primary

methodology used in this study will be scrutinized.

Business-to-business marketing education

Few articles have been written on business-to-business marketing education. The
Journal of Marketing Education publishes articles that focus mostly on consumer
marketing education issues. The American Marketing Association conducts studies and
publishes various journals and magazines (Marketing News, Marketing Management,
Marketing Research, Marketing Health Services, Journal of Marketing, Journal of
Marketing Research, Journal of international Marketing, Journal of Public Policy &
Marketing and Marketing Educator) but the publications and research efforts seldom

focus on business-to-business marketing education.
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From an industry perspective

In 1986, Kastiel complained that very little research was being conducted on
business-to-business marketing issues. He contended very few business-to-business
marketing textbooks were available and that companies had difficulties recruiting
competent business-to-business marketing professionals from marketing programs at
universities. A review of the literature published over the past five years showed that the

situation may not have changed.

What skill set do employers look for?

O’Brien and Deans (1995) looked at the needs of employers who hire marketing
professionals and concluded that although these companies seem to favor business
graduates, “they also consider there to be a requirement for task-specific training” (p.
13). Although the article did not focus on business-to-business marketing, some of the
issues identified and addressed in the article can be applied to business markets. For
example, they stated that, more often than not, marketers must be familiar with the
vernacular used in a specific industry; and it is not uncommon to find business-to-
business marketers with an engineering or natural sciences background (i.e. chemistry,

physics, biology).

Where do markers acquire marketing skills?
Many organizations have implemented corporate universities or offer internal
business marketing training programs to supplement business marketing education

services they receive from academic entities such as universities (e.g. Texas Instruments,
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Honeywell, Agilent). Smart, Kelley and Conant (1999) claim that a Delphic study they
conducted showed that the level of competition between marketing departments in

academia and corporate universities would intensify in the future.

From an education perspective

Marketing education is still evolving. Hansen, Carlsson and Walden (1988) have
identified three phases in its evolution:

1. Inits early development, marketing education was focused on theories and rules
of thumb based on past experiences.

2. Currently, marketing focuses on the use of algorithms and tools that allow for the
optimization of problem solving.

3. Inthe future, marketing education will be based more on the use of “marketing
management expert systems that can develop knowledge in a symbolic

representation”.

How practical should marketing education be?

In his 1997 article entitled “Marketing education is not marketing business”;
Rotfelt states that marketing educators and marketing practitioners are not the same
breed. He argues that marketing educators should have more in common with other
academicians than with marketing practitioners. He claims that the role of the marketing
educator is to think for a living and teach others how to think through their research and
writing. They should focus their teaching on educating their students on how to reason

and communicate instead of focusing on specific job training. On the other hand, O'Brien
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and Deans (1995), who studied first-year marketing students, concluded that the pupils
are more interested in a graduating with practical skills and a wide knowledge base.
Contrary to Rotfelt’s viewpoint, Smart, Kelley and Conant’s 1999 study reported that
some marketing educators feel that academia should encourage faculty members to
interact more with industry. Institutions conferring doctoral degrees

(...) should require industry experience in marketing as a criterion for

admission. Too many business professors have absolutely no idea what

life will be like for the students they're teaching once those students take

jobs. For faculty with no experience, universities should provide time off

for faculty to work for a semester-a sort of internship. This would redirect

their teaching in ways that are relevant and rewarding to their students.
(par. 29).

What should be taught?

Walker (1986) argued for an increase in marketing professionalism and contends
that it must start in the classroom. He offers two hypotheses to explain the lack of
professionalism in marketing. First, he suggests that the absence of a marketing body of
knowledge may have prevented the field from being recognized as a legitimate
profession. Secondly, he proposes that colleges are not preparing marketing
professionals properly. In the 1980s, a good number of articles featured in European
journals focused on marketing theory and the lack of its use in the education or training
of marketers (Saunders, 1980; Piercy, Evans & Malcom, 1982; and Hansen, Carlsson &
Walden, 1988). Saunders (1980) suggested that the over-adoption of American style
management education and over-specialization of the marketing field by marketing
educators were two of the four reasons explaining the “degeneration of marketing

education” in the United Kingdom.
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The marketing theory issue is not new. In the 1950s and early 1960, Alderson
coauthored various books on marketing theory (Alexander, Surface, Elder & Alderson;
1940; Cox & Alderson, 1950; Alderson, 1957, Alderson, 1965; and Alderson & Halbert,
1968); he complained that the theory base of marketing was too thin and that economics
should not be the sole basis for marketing theory. He offered “group behavioralism” as a
new foundation of marking (Dixon, 1999).

Piercy, Evans and Martin (1982) surveyed 22 curriculum directors in the UK to
look at the content of the courses that were being offered in marketing. Their research
identified a lack of marketing theory in these curricula. Howard and Ryans (1993)
conducted an international survey of 129 marketing educators to compare the use of
marketing theory in marketing education at the undergraduate and graduate level. They
found that European and Pacific Rim educators placed a higher level of importance on
the use of marketing theories in the classroom than their American counterparts. The
authors suggest that marketing theory can help students better understand marketing.
Instead of simply teaching them how to market, they can be instilled with a better
understanding of how and why markets function the way they do. The latter is in
agreement with Rotfeld (1997) and Saunders (1980) who argue that the best way to teach
is not to replicate the marketing world in the classroom by teaching students job skills,
but to train them to think and seek solutions so that they are able to adapt to the ever-

changing markets.
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The past decade and the next 10 years

Smart, Kelley and Conant (1999) conducted a study to look into the past decade
and the next ten years of marketing education. Three hundred and ten marketing
department heads from American colleges and universities located through the “1996
American Marketing Association international member and marketing services guide”
were contacted and asked to nominate their two most effective instructors. The
department heads were asked to choose the instructors based on student evaluations,
personal observations and other resources. Out of 620 potential responses, a total of 107
marketing faculty members returned valid surveys leading to a 17% response rate. A total
of 90 schools were represented in the sample. The responses were analyzed using a
multistep process involving two marketing educators. First, the investigators went over
the responses separately and identified the main themes. Next, they met to discuss their
categorization differences. The researchers compared the respondents and non-
respondents in terms of geography and size of the marketing departments to ascertain
whether or not non-respondent bias existed. They concluded that there were no
significant differences between respondents and non-respondents. Overall, many of their
findings correlated with a Delphic study they conducted a few years earlier. These

findings are described in the next two sections.

The past 10 years of marketing education
The respondents who had been teaching for more than a decade were asked to
describe the changes they had experienced over the past 10 years in marketing

education. Interestingly, the number of respondents who suggested that marketing



25

education standards had been lowered equaled those who advocated that the standards

had risen. The researchers clustered the responses into six main categories. Overall, the

distribution of comments on changes in marketing education over the past decade was

the following:

29% of the responses addressed issues related to changes in instructors and the
professorial role. One of the respondents commented that the role of a marketing
professor had evolved to become “part parent, part entertainer and part
consultant”.

26% of the responses collected focused on “class style” and the teaching methods
used to disseminate marketing knowledge.

14% of the responses were related to the use of technology in the classroom and
the impact of technology on teaching practices.

13% of the responses pertained to students and changes in the student
population. One of the prevailing comments in that category was that marketing
students were no longer interested in theory and that everything discussed in
class must be directly applicable in a business setting.

10% of the responses involved skills development. Over the past 10 years, there
seems to have been a shift in the skills being fostered in the classroom. The
faculty members were putting a big emphasis on the development of the
following skills: writing, speaking, presentation, decision-making, creative-
thinking abilities and problem-solving.

8% of the responses centered on the magnitude of change itself.
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Looking into the next 10 years

All the survey respondents were asked to answer the following open-ended

guestion: “What are the greatest challenges that marketing education faces in the next 10

years?” A total of 167 comments were collected from 99 respondents. The responses were

grouped into five broad categories. By and large, the distribution of responses on

changes in marketing education that are expected to occur over the next decade was the

following:

38% of the responses focused on the marketing discipline itself. Most of the
respondents emphasized the need to portray the marketing discipline in a new
light: as a profession with its own distinct set of skills that are crucial to the
success of a business. They want to concentrate on strengthening marketing’s
academic standing while satisfying the needs of their customers, that is the
students and their employers.

27% of the comments addressed technology and the challenges associated with
keeping pace with the ever-shrinking life cycles. The comments also covered the
increased use of technology to disseminate marketing knowledge. Many
educators foresee a struggle to find balance between new teaching methods (i.e.
web-based) and traditional delivery methods (i.e. person-to-person real-time in-
class interaction).

17% of the responses pertained to the student population. Some respondents
predicted an increase in the number of non-traditional students.

12% of the submissions involved administrative issues and the pressures facing
marketing professors who seem to increasingly have less to work with while they

are expected to do more.
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" 6% of the responses focused on the instructors who found it difficult to attain a
balance between their research, teaching and other responsibilities.
Overall, Smart et al. suggested that some main themes regarding the marketing
discipline surfaced in the study. They concluded that marketing faculty should listen
more to the needs of their stakeholders, namely their students and the companies that
hire them; and recommend that the following questions be asked of students and their
employers:
1. What subject areas are of increasing importance to you?
2. What skills and competencies must graduates possess to be successful?
3. How can we as marketing educators increase the relevancy and value of a
marketing degree? (par. 42)
Smart et al. claim that one of the weaknesses of marketing education is its failure to
respond swiftly enough to changes in both the business and educational environments.
They reference Ferrel’s 1990 article on improving marketing education. Ferrel predicted

a closer relation between marketing practice and marketing education in the future.

Competence

A review of the literature showed that there is not a universal definition for the
words: “competence”, “competency”, “competency model™ and “skill”. These words have
been widely used in various circles and their meaning has varied depending on the
context. While going over this segment of the literature review, it is important that the
reader keeps in mind that there are subtle differences in the meaning of these words to

the various authors who are cited. Many of the articles reviewed were written by
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established experts in the field (both in the United States and abroad), but occasionally,
“competency” and “skill” are used interchangeably even after the author had
painstakingly established differences between the two words.

Krohe (1997) tells us that a poll of 1,700 human resources professionals by Aon
Consulting and the Society for Human Resource Management reported that competency
models were being used in one form or another by one out of four of the organizations.
The most common use of these models was primarily staff development and secondarily
employee selection at the management level.

A survey of 217 companies by the American Compensation Association, in
cooperation with Hay Group, Hewitt Associates LLC, Towers Perrin, and William M.

Mercer Inc. (Frazee, 1996; Levine, 1997; and Jones, 1997) found that:

88% of the companies using competencies for staffing also used competency-based

interviews for hiring and selection purposes.

= 62% of the companies using competencies for Training and Development also used
training programs specially designed around worker competencies.

*  90% of the companies using competencies for performance management also used
competency-based performance appraisal data for employee development.

=  64% of the companies using competencies as a basis for compensation reported that

pay increases were affected most by change/growth in competencies.

An historical synopsis

In the early 1970s, McClelland, worked with the US State Department to improve

their selection process for junior Foreign Service Information Officers (McClelland,
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1993). While working on the project, McClelland and his colleagues at McBer and
Company devised the idea of the Behavioral Event Interview. In 1973, McClelland
suggested that intelligence testing may not be an adequate indicator of one’s ability to
successfully perform one’s job. He identified “competence” (a concept that had been
popularized by White (1953) two decades earlier) as a better way of predicting job
success on the basis that the assessment tools that were being used in research and
academia were inappropriate predictors of job success and biased against minorities,
women and underprivileged individuals. Working with the American Management
Association, McClelland launched the first large competency identification effort in the
late 1970s to pinpoint the characteristics that separate average performers from super
performers.

Prior to McClelland’s work, Flanagan (1954) had done some work for the United
States military on isolating the characteristics that were critical to the successful
completion of job duties and the attributes that seem to make a difference between
success or failure. Sanchez (2000) noted that authors should recognize the contributions
of Fine, Fleishman, McCormick and Primoff whose studies on the identification of work
behaviors and attributes also preceded McClelland’s.

In 1980, McLagan developed the concept of “competency models” and defined
them as “decision tools which described the key capabilities required to perform a job”
(p. 23). These tools were defined as a set of knowledge, skills, attitudes or intellectual
strategies (p.24). She went on to write,

At their best, competency models can be more reliable than job

descriptions (which talk about job not skill and knowledge specifications),

more succinct and valid than detailed skill lists, and more consistently on
target than “gut feel” (p.23).
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She foresaw the integration of competency models into organizational life as a major
trend in the future of human resource development, but warns that in order to be
effective, the implementation of competency-based strategies must be supported by
upper-management (p.26).

In 1982, Boyatzis wrote “the first empirically-based and fully-researched book on
competency model development” (Rothwell & Lindholm, 1999, p. 93) and identified
Behavioral Event Interviews (BEI) as a key tool in competency model development. A
BEI involves a thorough interview of an incumbent worker during which critical
incidents are recalled and documented in detail. Boyatzis defined a competency as “an
underlying characteristic of a person which results in effective and/or superior
performance in a job” (p. 21). He went on to define that characteristic as a motive, a skill,
knowledge, one’s self image or social role.

In 1993, Lyle and Signe Spencer offered practitioners a systematic way of
developing competency models through the use of Behavioral Event Interviews (BEI),
expert panels, surveys, computer based “expert” systems, job task/function analysis and
direct observation. The Spencer and Spencer book was based on the McClelland/McBer
job competence assessment methodology and provided insights on multiple aspects of
building and understanding competency models. According to the authors, the book
summarized the findings from 286 studies and 20 years of research at McBer and
Company (from the early 1970’s until 1991).

In 1997, McLagan reviewed the concept of competence and defined six main
types of competencies: task competencies, result competencies, output competencies,

knowledge, skills, and attitude competencies and super-performer differentiators. She
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also identified “attribute bundles”, which she defined as combinations or hybrids of the
five types of competencies.

In 1990, Prahalad and Hamel took the notion of a competency to a larger scale.
They described the concept of an “organizational” competency labeled “core
competency” as a process, technology or an organizational ability that is difficult to

imitate, adds or creates customer value and allows access to a variety of markets.

Using competency models to prepare for the future

Nowadays, thanks to constant technological innovations, jobs functions are more
prone to change than ever before. In her 1980 article, McLagan considered competency
models to be “decision tools for use in a future time frame” (p. 24). She suggested finding
successful performers and creating a model based on “what they do” (p. 24) but warns
that the approach does not work well when the environment will undergo change. If
change is expected, she recommends taking a “strategic and futuristic perspective on the
job -looking at corporate and unit strategy, structure, future tasks and relationships,
what experts are saying about the future, etc.” (p. 24) but does not provide or
recommend any particular methodology. Rothwell and Lindholm (1999) wrote that
competency models tend to concentrate on the past. Since most competency models are
built using tools such as Critical Event Interviews, they focus on difficulties exemplary
workers had to face in an earlier period.

But, as external environmental conditions change with increasing rapidity

due to shifting customer preferences and a dynamic global marketplace,

the need is intensified to move beyond examinations of exemplary
performers under past conditions. A future orientation is needed. (p. 103)



Some experts do not see time as a threat to the validity of a well designed competency

model. During an interview with Yeung (1996), Boyatzis stated that even though the

relative importance of individual competencies may change in the future, an

occupation’s fundamental competence would not vary.

Applications of competency models

Antonacopoulou and FitzGerald (1996) warned

The requirement for a rapid response to change, accompanied by
increasing cost-consciousness and the realisation of the need to develop
managers, has forced organisations to seek quick fixes to long term
problems. As a result, many organisations rushed to subscribe to the ‘new’
catch phrase of ‘competency’ (...) The enthusiasm of organisations to
adopt a competency framework, has led to its employment for a plethora
of uses and purposes often without critically assessing the wider
implications.

Back in 1980, McLagan identified a set of possible uses for competency models:

Recruitment and selection

Assessment

Individual development planning

Training curriculum design

Individual career planning

Coaching, counseling, mentoring, sponsoring
Succession planning and high potential identification

Career pathing

A review of the literature supports that the uses identified by McLagan have not

changed very much over the past two decades. Recent literature identified only a few

new uses of competency models, most of them fueled by technology.

32
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Thirteen years after McLagan'’s article, Spencer and Spencer (1993) identified very
similar uses for competency models: assessment and job-person matching for
recruiting, placement, retention and promotion; succession planning; development and
career pathing. In addition, the following uses were identified as applications of
competency models:

» Performance management

= Competency-based pay

» Integrated human resource management information systems

= Competency-based workforce planning.

Six years after Spencer and Spencer’s book, Rothwell and Lindholm (1999) suggested
that competencies could also be used to deal with multicultural matters and various
strategic issues. They predicted that competency-based Human Resource Management
(HRM) systems will become “the keystone in the bridge between individual career
development and organizational strategy” (p. 101). They described the concept of
“portable competencies” which makes it possible for individual workers to move
throughout the firm, to areas or projects where their competencies are most valuable.
The following sections will cover the seven main applications of competency models

identified in the literature.

Recruitment and selection

In the early 1990s, the U.S. Office of Personnel Management conducted a massive
competency modeling effort involving 20,664 supervisors, managers and executives in
the U.S. Federal government. This study, the largest of its kind to be undertaken, gave

birth in 1997 to the Executive Core Qualifications (ECQs), a set of 22 competencies
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spread across 4 main categories (United States Office of Personnel Management, 1999;
U.S. Army, 1999). The ECQs are currently used to select candidates for the Senior
Executive Service (SES). A synopsis of the ECQs is listed in table 2.1.

In the early 1970’s, McClelland (1993) used competence identification to select
junior Foreign Service Information Officers for the US State Department. Spencer and
Spencer (1993) identify selection as one of the main uses of competency modeling at

Hay/McBer.

Gap assessment

The American Institute of Certified Public Accountants (AICPA) uses a
competency model to help its members assess their competencies (Waller, 1999). The
institute developed a Competency Assessment Tool (CAT) based on 40 competencies
distributed across 4 categories. After the user enters data, the software determines the
gap between the competencies the user currently possesses and the ideal set of

competencies for a professional in her or his area.

Succession management

According to Byham (1999), research completed by Development Dimensions
International (DDI) shows that over the next five years, a considerable number of
organizations especially large, older ones will loose about 40 percent of their executives.
Byham suggests setting up competency model as the first step to succession
management. He explains the difference between succession planning and succession

management:
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Basic Competencies Needed by All Professionals

Decisiveness

Flexibility

Interpersonal Skills

Leadership

Oral Communication

Problem Solving

Self-Direction

Technical Competence

Written Communication

Additional First-Level Competencies Needed by Supervisors

Conflict Management

Human Resources

Management

Influencing/Negotiating

Managing Diverse

Workforce

Team Building

Additional Mid-Level Competencies Needed by Managers

Creative Thinking

Customer Orientation

Financial Management

Management

Controls/Integrity

Planning and Evaluating

Technology Management

Additional Higher-Level Competencies Needed by Executives

External Awareness

Vision

Table 2.1- Synopsis of the 1997 Executive Core Qualifications (ECQ) generated from the
Leadership Effectiveness Framework study. Generated from U.S. Army (1999, December
17). CP-14 - Appendix M: Leadership effectiveness framework. [On-Line]. Available:

http:\\www.cpol.army.mil/train/acteds/CP_14/appm.html.
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(...) succession planning focuses on identifying an individual for a specific
job, succession management focuses on creating and stocking pools of
candidates with high leadership potential.

Byham sees competencies as tools that could be used to single out and develop future

leaders

Strategic planning
Strategic planning is a critical part of business and competency models can help
align a company’s workforce to its overall strategy. McDowell (1996) identified four steps
to avoiding a misalignment between an organization’s employees and its business
strategy:
1. Encourage strategic business partnering with key players
2. Develop a strategic workforce competency model.
3. Develop a strategic curriculum.
4. Implement a strategic competency model and strategic curriculum to guide
training and development efforts.
Rothwell and Lindholm (1999) also predict that competency models will be the nexus

that ties individual career development and organizational strategy.

Portable competencies and career planning

Nowadays, companies are less stratified then they were a few decades ago. With
the depletion of middle management, and under the pressures of early retirements,
downsizing and reengineering, the traditional organizational hierarchy has flattened.
Corporate hierarchies with loose boundaries, also called “boundaryless hierarchies”

(Ashkenas, Ulrich, Jick & Kerr, 1995) have competencies spread out through the
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organization (Rothwell & Lindholm, 1999). With these new organizational structures,
workers are not only moving up the organizational ladder, but they are also experiencing
lateral movements. Ashkenas et al. tell us “regardless of title or position, when an
individual has the skill to do a job, he or she is encouraged to pitch in and do it” (p. 45).
Competency modeling makes it possible to identify and keep track of the competencies of
individual employees through a database (Spencer & Spencer, 1993).

By keeping track of worker competencies, it is then possible to put teams together
on the fly based on the competencies that will be needed for a specific project. By using
databases, it is also possible to keep track of workers’ competencies has they move
through the organization, jumping from one team to the next and acquiring new

competencies.

Competency-based management (CBM)

According to Greengard (1999), competency-based management (CBM) can offer

enormous organizational gains.
CBM is a core strategy for understanding what'’s really going on within the
enterprise. By condensing core competencies from a web of roles, goals,
skills and knowledge that determine an employee’s effectiveness, it's
relatively easy to view a snapshot of where employees- and the
organization- are in the ongoing quest for success.

CBM uses software to manage the competency inventories and keep track of each

worker’s accomplishments; and that makes the concept of “portable competencies”

possible. Greengard suggests that CBM can also be used to support competency-based

compensation plans.
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Compensation

In his article titled “Competencies: A poor foundation for the new pay”, Lawler
(1996) argues that not all organizational infrastructures are appropriate for person-
based pay (also called skills-based pay). He observed that companies are gradually
looking at competency models as a “foundation for determining pay in person-based pay
systems”. He forecasts that in the next decade, most organizations will phase out job-
based compensation in favor of person-based pay systems simply because it makes more
sense to pay more competent workers better than the less competent ones. The biggest
challenge will be to devise a means to measure competence. Lawler admits: “I don’t
know about you, but I find all this very confusing -- perhaps an exercise in semantic
obfuscation. At times, it sounds as if competencies are actually nothing more than skills
or knowledge”. He stated that past research has supported that person-based pay seems
to work particularly well in team-based environments where individuals must acquire
several skills and that most individuals prefer person-based pay to job-based pay
because they are in control of their salary: their pay becomes a function of their
competencies and performance on the job. When person-based pay systems are first put
in place, they provide a good motivation for employees to improve their skills and these
systems reach their apogee (in terms of performance improvement) during the first years
of implementation. It has also been found that these systems tend to be more successful
when coupled with pay-for-performance systems that reward team or group
performance. Such systems are even more effective when they are designed with the
input of the employees they will affect. On the other hand, Lawler acknowledges that
person-based pay systems are not easy to implement. He warns that these systems are

very complex and difficult to design without a thorough understanding of the
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organization; and because of their complexity, they are expensive to maintain and
manage. Furthermore, the organization must establish reliable and valid methods of
measuring a worker’s abilities and these abilities must be related directly or indirectly to

the organization’s strategic goals; otherwise, the effort will be fruitless.

Approaches to competency identification

Even though many books and articles have been written on the concept of
“competency” and on competency modeling, few authors have provided a step-by-step
approach to the identification of competencies and the design of competency models.
Spencer and Spencer’s (1993) “Competence at Work” is one of the foremost research-
based books on competencies and it distinguishes six main avenues of identifying
competencies:

1. Behavioral Event Interviews

2. Expert panels

3. Surveys

4. Computer based expert systems
5. Job/task function analysis

6. Direct observations

In “The Competency Toolkit”, a how-to book for practitioners new to competency
modeling, Dubois and Rothwell (2000) revisit three of the methods identified by
Spencer and Spencer (Behavioral Event Interviews, surveys and job observation) and
describe additional approaches that have been used to identify competencies:

7. Tailoring or adopting an outside expert model
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8. Using a generic or existing competency list

9. Using a competency inventory

10. Focus group

11. Card sort

12. Guessing
Spencer and Spencer (1993) and Dubois and Rothwell (2000) cover most of the methods
described in the literature. Although many of the methods have been called by different
names, the twelve methods identified previously provide a holistic view of the
competency identification methods in the literature. Furthermore, Rothwell and
Lindholm (1999) and Rothwell and Kazanas (1998) classify competency identification
and modeling methods into three general categories:

I. The borrowed approach
I1. The borrowed-and-tailored approach
I11. The tailored approach.

Rothwell further subdivides the tailored approach into the following methods: process-
driven method, outputs-driven method, invented method, trends-driven method and
work responsibilities-driven method. Rothwell’s 3-tier classification provides an ideal
means to catalog the different methods that could be or have been used in competency
identification. The following sections covering the 3-tier classification will provide an
overview of the various competency identification and competency modeling approaches

identified by Spencer and Spencer (1993) and Dubois and Rothwell (2000).
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I.- The borrowed approach

The borrowed approach is the least rigorous of the methodologies and also the
least costly. It simply requires the identification of a competency model that was
developed for a group of individuals that is somewhat similar to the group for whom a
competency model is needed. Generic full-circle multi-rater assessment instruments that
are purchased from training and assessment material clearinghouses and that are not
custom-tailored to the needs of a specific organization fall under this approach.

Competency lists found in books, articles and other media also fall into this category.

Main advantages of the borrowed approach

1) Easy to implement. There is no need to identify super performers, to develop

a methodology or to identify the competencies. The only investigation that
needs to be undertaken involves searching for and researching competency
models that have been developed for a similar group of individuals.

2) Least expensive method. Building a competency model from scratch can be

very expensive. A competency study of just the upper-level management
positions in a large US company can cost anywhere between $1,000,000 and
$3,000,000 (Rothwell & Lindholm, 1999) and take anywhere from a few
months to years (McLagan, 1997). The borrowed approach allows the bypass
of the costly competency identification process. The main cost involved with
this method is usually the expense associated with the acquisition of the

model.
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3) Rapid results. Depending on the project and the number of people involved,

competency studies can be very time consuming. Since there is no time used
to identify or develop the model, once the latter has been identified, it can be

put to use.

4) Credibility. If the competency model was developed for or has been used by a

renowned or successful organization (even though it has not been tailored to
the organization that has “borrowed” it) there will be a certain level of
credibility associated to the model. Dubois and Rothwell (2000) label that

phenomenon as “coat-tails credibility”.

Main disadvantages of the borrowed approach

1.

Unknown suitability. Since the competency model is generic and has not been

tailored, there is no assurance that all or any of the competencies identified
will describe an above average performer in the organization using the model.
Even if the competencies are correct, the behavioral descriptors associated to
the competencies may not fit a particular organization’s vernacular or culture.

Least rigorous approach. If a competency model is borrowed from an external

source, its quality may be questionable: there may be concerns associated to
the validity or suitability of the model. Many off the shelf full-circle multi-
rater assessment instruments do provide some information on the genesis of
the model but it may be very difficult to ascertain the veracity of the
information.

Copyrights issues. A competency model should never be “borrowed” without

the owner’s permission (whether the latter is an individual or an
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organization). Since they can be very costly to design and develop, the owners
of these models, whether they are entities or individuals, may be very
reluctant to grant permission to use them.

4. Low level of legal defensibility. One should be very careful before using

competency models derived from the borrowed approach for selection,
promotion or termination. It will be very difficult to argue a case in court
should an employee choose to litigate. These models are of limited use and

should only be utilized for training and individual development.

I1.- The tailored approach

The tailored approach is the most rigorous of the methodologies. It involves
building a competency model from scratch and tailoring it to the needs of a specific
group of people or organizational environment. Three different methods can be used or
combined to create a tailored competency model: process-driven methodology, outputs-

driven methodology and trends-driven methodology.

A.- Process-driven methodology

The process-driven methodology is the oldest means of identifying competencies
and constructing competency models. Popularized by McBer and Company, this
methodology puts a big emphasis on the work process of super performers (Spencer and
Spencer, 1993). The work duties, tasks performed and responsibilities of exemplary
performers are analyzed and compared to those of average performers. The traits unique

to the super performer are isolated and the resulting set of competencies is validated. A
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process-driven study can involve methods such as Behavioral Event Interviews, focus

groups or job observations of incumbent workers.

B.- Outputs-driven methodology

The outputs-driven methodology has been around since McLagan wrote her 1980
article on competency models. She identified competencies as knowledge, skills,
attitudes or intellectual strategies. McLagan also focused on the above average
performers and put a big emphasis on isolating the competencies that are crucial to
getting the job done well. She warned that since competency models are to be used to
prepare for the future, the outputs should be considered by making assumptions about
the future. If the job requirements will change, she suggested that the model be adjusted
to reflect the change by taking into consideration future duties, tasks and relationships
while accounting for corporate and unit strategic plans. An outputs-driven study can

involve methods such as: job analyses, focus groups or expert panels.

C.- Trends-driven methodology

A trends-driven methodology puts a great focus on the trends that will impact a
group of individuals, an occupation or an organization and can particularly be useful in
times of turbulence. The methodology is future-oriented and requires a thorough look at
the trends and issues before the beginning of a competency identification effort. A
somewhat similar approach is mentioned in Rothwell, Prescott and Taylor’s (1998) book
on preparing Human Resources for future trends organizations.

Although Rothwell and Lindholm (1999) call for such an approach, review of the

literature revealed that not much has been published on this methodology with regards
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to building competency models. In the American Society for Training and Development’s
(ASTD) book on models for workplace learning and performance, Rothwell, Sanders and
Soper (1999) write:

The challenge (...) is in assessing the skills and knowledge that (...)

practitioners will need in an unpredictable future (....) Competency

assessment methods must become more future focused and anticipate the

characteristics necessary for high performance amid changing
environmental conditions. (p. 21)

Competency modeling methods

The preceding methodologies involve the use of various approaches to identify
competencies and develop competency models. Although some of these methods are
more rigorous than others, in the end, the quality, validity and reliability of the model
will depend strongly on how the study was conducted by the investigator. If properly
conducted, the more rigorous methods (e.g. Behavioral Event Interviews) are defensible
in court and can be used for a gamut of applications ranging anywhere from recruitment
and selection, gap assessment, succession management, strategic planning, portable
competencies, career planning and competency-based management (CBM).
Compensation is the most perilous application because of the possibility of litigation;
therefore, studies conducted for the purpose of developing competency-based
compensation must be exceedingly rigorous and the methodology/methods used to
develop such a model must be defensible in court.

Very few organizational competency studies have been published. Because of their
cost and potential strategic value, companies are very reluctant to share their models

with the rest of the world. Most of the competency models discovered through a
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literature review conducted by the researcher in 2000 had been generated by academic
institutions, governmental agencies or professional associations. Many doctoral
dissertations have been written on studies to identify competency models for various
occupations and data have been collected using various methods; the most common are:

A. Critical Incident-based methods

W

Expert panels/focus groups

Survey methods

o o

Computer based methods
E. Card-sort generated model
F. Direct observations

G. Job/task analysis

H. The “invented” method

A.- Critical Incident-based methods

The most famous types of interview-based approaches for developing competency
models are the Behavioral Event Interview (BEI) and the Critical Incident Technique-
based (CIT) interview. BEIs have been around for more than three decades and involve
interviewing exemplary and average performers using a technique developed by
McClelland (1973) to identify the competencies that differentiate super performers from
average workers. BEIs involve the “thematic apperception test” which theoretically
provides the interviewer with a glimpse of the interviewee’s personality and cognitive
style. It should be mentioned that BEIs came out of the Critical Incident Technique, a
term coined by Fanagan (1954) while working for the United States Army on projects

aimed at improving worker performance through job analysis. In Critical Incident
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interviews, the interviewee is asked to recall and describe critical occurrences associated
with accomplishing a job task. The method is thoroughly described in Spencer and
Spencer (1993, p. 114-134). BEIs and the CIT have been used extensively in competency
identification and competency modeling studies.

Daniel (1990) used the Critical Incident technique to isolate the critical
leadership competencies common to high performing manufacturing supervisors. A
sample of 9 super performers and 9 randomly selected supervisors were interviewed
using the Critical Incident Technique (CIT) and the competencies were identified
through the thematic analysis of the interviews. The latter identified 13 competencies
that differentiated the exemplars from the average workers. The results were validated
using a survey instrument that was completed by 38 supervisors: 15 super performers
and 23 randomly selected participants, the incumbents’ immediate managers and 3 to 6
of the incumbents’ direct reports. In a similar study, Brown (1987) looked at the
differences between managers and leaders and attempted to isolate the competencies
that define transformational leaders. Two groups of incumbent workers from a Fortune
500 company were interviewed: super performers and average workers. The results of
the interviews were analyzed to identify the behaviors, skills and motives that
differentiate super performers from average workers.

Smith (1990) used BEIs in a study to identify physician managerial competencies
by researching: critical skills, current level of physician managerial skill development,
gaps between job demand and skill level; and whether critical skills varied based on
managerial level or the health care setting. The participants were physician managers
holding mid- to upper-level executive positions in healthcare settings. Various methods

were used in the study: a modified version of the BEI, the “Executive Skills Profile” and a
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“Q-sort instrument”. The “Executive Skills Profile” was used to rate 4 major skill areas:
interpersonal, action, information management and analytical. The study identified 15
job priorities that differentiated Department Directors from Medical Director level
physician executives. The health care setting was not found to have an important impact
on job priorities.

Katz (1996) identified the competencies that define a medical illustrator using the
McBer & Company’s Behavioral Event Interview technique and their Job Competence
Assessment (JCA) method. Focus groups composed of practitioners, employers and
clients were used to establish the criteria for the identification of outstanding
performers. BEIs were used to identify critical incidents using 10 freelancers, 10
institutional illustrators and 10 novices. The BEIs identified 15 critical competencies and
the results of the interviews were compiled into a competencies dictionary. The latter

was rated and validated by two expert panels using a questionnaire instrument.

Advantages of Critical Incident-based methods:

1) High face validity.

2) High predictive ability.

3) Identification of algorithms involved in accomplishing a particular task. BEls
allow the interviewer to identify not only the competencies but also the different
steps taken and the order in which they are accomplished.

4) Free from racial, gender and cultural bias. McClelland (1973; 1993) claims that

BEIs are not biased against minorities.



49

Disadvantages of Critical Incident-based methods:

1) Very time consuming. BEIs require the extensive interviewing of workers and
typical projects usually require a minimum of 6 months to complete (Dubois &
Rothwell, 2000).

2) Expertise requirement. Since the method is complex, interviewers must be
trained to use the method, conduct the interviews and analyze the data. If more
than one interviewer is being used, they must be “calibrated” to make sure that
they are working in unison.

3) Very expensive. Studies using BEIs are very expensive to conduct. The
interviewers must thoroughly interview the incumbent workers. One must
therefore take into account not only the time of the interviewer but also lost
wages, lost productivity from the exemplary workers, transcriptions costs and
other expenses.

4) Unidentified job tasks. Since the method focuses on critical incidents, it may
miss the less important aspects of a job.

5) Past-oriented. Since BEIs use critical incidents to generate the competencies,
they should not be used when an organization, a business unit or an occupation
is undergoing change. McLagan (1993) warns that “there’s a danger that what
worked in the past will be insufficient and maybe detrimental — in the future” (p.

44).

B.- Expert panels/ focus groups
The distinction between expert panels and focus groups is blurry in the

competency modeling literature. Spencer and Spencer’s (1993, p. 99) description of an
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expert panel and Dubois and Rothwell’s (2000, p. 2-42) description of the use of focus
groups to identify competencies seem very similar. Dubois and Rothwell suggest the use
of a structured approach such as a modified DACUM to identify the competencies.
Spencer and Spencer suggest a brainstorming session where characteristics of an average
incumbent worker and a super performer are identified. They warn that it is critical that
all the panelists be exemplary performers.

Kelley (1998) used 3 panels of experts to generate and validate the competencies
that will describe a successful superstore manager over the next 5-10 years. The first
panel, composed of 8 managers produced the first list of competencies. The second
panel, made up of 10 “well-known” industry experts rated the list of competencies
generated by the first group. The third panel, composed of 29 senior leaders from “the
most innovative supermarkets in the United States” rated the results from the second
panel. In the end, the study generated 46 competencies grouped around 4 competency
clusters. Lee (1994) looked into the competencies, work outputs and roles of HRD
professionals in Taiwan using a 16 expert panel that met twice and generated 34
competencies. Lee claimed that expert panels were used because of their efficiency and

low associated expenses.

Advantages in using expert panels/focus groups:

1) Efficient. Expert panels can be very efficient when properly organized and
administered.

2) Buy-in. If the expert panel was composed of individuals within the company, the

outcomes may be more readily accepted and supported.
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3) Increased communication. One of the residual or side effects of this approach is
that it may increase the flow of communication between the participants or

create new work alliances between a firm’s super performers.

Disadvantages in using expert panels/focus groups:

1) Identification of phantom or mythical competencies. Competencies that are
unrelated to or have no predictive value in terms of competent performance may
be identified simply because they reflect the traditions of an organization.

2) Lack of technical vernacular to develop the behavioral descriptors associated to
the competencies can result in inaccurately expressed competencies.

3) If the process is not well structured and managed the outcome may be erroneous
and the resulting model useless. Dubois and Rothwell (2000) do tell us that if
the process is highly structured, the results can be very accurate, “depending on

the motivation of the project manager” (p. 2-43).

4) Participants must be committed to the successful completion of the process.
5) The process is subject to all the pros and cons of group-based approaches.
6) If a heterogeneous group is used, dissentience may prevent the different factions

from reaching consensus.

C.- Survey methods

Surveys can be used to collect data from experts or job incumbents and can serve
two main purposes: the identification of competencies or the rating of competencies that
were identified using another method. Spencer and Spencer (1993) suggest that the focus

of the survey be the jobholder and not the job tasks; furthermore, the respondents
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should be superior performers in the job, their managers and outside experts.
Montgomery (1983) used an expert panel composed of leaders from three transportation
safety organizations to identify 41 competencies for safety professionals. The list was
then reviewed and edited by a panel composed of five members of the Texas
Transportation Institute. The resulting list of competencies was used to draft a survey-
gquestionnaire that was validated and reliability was assessed using a Crombach Alpha
test. The survey instrument was distributed to a random sample of 800 of the 1600
members of the American Trucking association. Approximately 39% (312) of the sample
returned their survey questionnaire to validate the model.

A panel of 4 experts put together a 43-item competency model based on the Data
Processing Management Association’s “Computer Information Systems: Curriculum
1981” (Clamon, 1986). The model was then validated with representatives from 27
organizations using an interview-gquestionnaire method. The survey was mailed to a
random sample of 200 manufacturing organizations with a total of 200 or more
employees. A total of 43 returns were usable and analyzed using a t-test.

The main types of survey methods (Fowler, 1993, p. 64) that can be used in

competency modeling are:

Personal interview surveys. In this case, the interview is conducted face to face and may

be recorded (video or audio) and transcribed at a later time. This method allows the
interviewer to fully interact with the interviewee and witness all the non-verbal cues.
During the interview process, it is possible for the interviewer to create a rapport with
the interviewee thus increase the comfort level; the latter may be very difficult or even

impossible to accomplish using other survey methods. On the downside, personal
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interviews require a trained interviewer and can be very costly (i.e. interviewer’s time,

transportation expenses, possible lodging costs, transcription costs, etc).

Telephone interview surveys. The telephone interview is conducted at a distance and

may be recorded (audio only). This method is usually less expensive than the personal
interview and allows for better access to people scattered over a large geographic area.
The data collection process is typically simpler and shorter than with personal
interviews. The interaction between the interviewer and interviewee is very limited: the

interviewer can only monitor verbal cues and visuals cannot be used.

Self-administered data collection methods. Self-administered surveys can be conducted

via mail, e-mail, fax or another means of communication. They are convenient for the
respondents who are able to answer questions at their leisure and, able to consult their
records, thus verifying the veracity of their answers. Administering surveys through
electronic media or the mail is relatively inexpensive. The biggest drawback of self-
administered surveys lies on the instrument’s design; the latter is critical and requires
that the questions be drawn up correctly. The language and technical vernacular used in
the instrument must be appropriate to the target respondent group; and confusion and

ambiguity must be reduced to a minimum.

Advantages of survey methods:
1) Efficient. With the exception of the personal interview, survey methods are
usually less expensive than other methods; they provide a quick way to gather

data.
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2) Access. Survey methods allow investigators to access a large pool of experts.

3) Buy-in. When many people are involved in the competency modeling process,
buy-in is increased and the participants are more likely to accept and abide by
the results.

4) Survey methods can allow for the systematic “distillation” of very large set of

competencies to a manageable, parsimonious competency model.

Disadvantages of survey methods

1) When survey methods are used, respondents usually rely on their perception,
beliefs or preferences instead of facts to answer the questions.

2) As with any other method the sampling process used to identify the participants

is critical and will reflect the results.

D.- Computer-based methods

Computers are playing an increased role in competency modeling. Some retailers
amass competency statements from successful organizations, sort them and place them
in large databases containing not only the competency statements but also the
demographics and cultural/environmental data on the organizations that provided them.
The database is then used to generate competency models based on the inputs entered:
companies are asked questions pertaining to their demographics and organizational

structure and the computer uses an algorithm to “custom design” a competency model.
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Main advantages of computer-based methods:

1)

2)

3)

Most of the work is outsourced. With computer-based methods, the vendors who
provide the services do most of the work.

Execution time is reduced.

“Implied validity”. Dubois and Rothwell (2000) suggest that since the
competencies entered in the database are obtained from successful organizations
that share the same characteristics as the client, the resulting model has “implied

generalizability”, thus “implied credibility” (p. 2-41).

Main disadvantages of computer-based methods:

1)

2)

3)

4)

Validity. The old computer science adage “GIGO” (Garbage In Garbage Out)
applies here. With computer-based methods, the organization must trust that
the vendor properly sorted and selected the competencies that were entered into
the database. It is also critical that the algorithm used to generate the
competency model is based on a sound process.

Outdated data. Since the database is usually built on competencies that were
identified through a best practices approach, the competencies in the database
may be outdated. The latter is even more critical for competencies that have a
direct link to technology.

Generic model. The model generated by such a process tends to be generic. The
language used to describe the competencies may not reflect the organization’s
vernacular.

Cost. The competency modeling effort may end up being very costly relative to

the questionable quality or reliability of the resulting model.



56

E.- Card sort
The card-sort method is described by Dubois and Rothwell (2000) as a process in
which an observer or participant is asked to “sort a set of competency statements
according to a set of instructions” (p. 2-44). The competencies are usually printed on
cards. This approach is very similar to the computer-based method described earlier
with the main difference being that the sorting process is not outsourced.
Main advantages of the card-sort method:
1) The method works well if a large set of competencies identified through another
method needs to be streamlined.
2) Competencies are ranked based on their perceived importance to the group.

3) The process can be conducted remotely.

Main disadvantages of the card-sort method

1) The generation of the original pool of competencies to be sorted is a very critical
step in the process. The “GIGO” concept also applies here. The quality of the
competencies to be sorted will determine the quality of the final product.

2) The sorting algorithm must be well formulated and reflect the desired outcomes.

3) The sorting directions must be clear so that the participants understand exactly

what they are doing.

F.- Direct observations
Direct observation involves two steps: first, scrutinizing all critical job tasks as
incumbent workers complete them; and second, coding the behaviors.

Advantages of direct observations:
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Good verification tool. Direct observations can be great tools to substantiate
competencies that were identified by an expert panel, BEIs or surveys.
Effective technical competencies identification tool. Observation is
appropriate when the competencies being identified are technical or not very
abstract. Such a method works well with low skilled or semi-skilled

occupations.

Disadvantages of direct observations:

1)

2)

Inefficient. The approach is very expensive and less efficient than most of the
other methods.

Does not work well when an occupation involves very abstract competencies
(e.g. managerial or supervisory positions). McLagan (1993) also points out
that not all KSAs (knowledge, skills and attitude competencies) can be

observed directly.

G.- Job task/function analysis

Job task and function analyses entail having employees or observers itemize all

the details involved in performing a task or duty over a certain timeframe. If observers

are used, the analysis becomes very similar to a job observation. Input can also be

collected from the incumbent workers through the use of surveys. Job task/function

analyses are not recommended for competency modeling because the focus is on the job

and not the individual (Spencer & Spencer, 1993).
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Advantages in using job task or function analyses:
1) The approach works well if the purpose of the effort is to create job descriptions

or design a new position.

2) It can be used to validate competencies that were identified though another
method.
3) The approach meets the 1978 Uniform guidelines on employee selection

procedures, which makes it easier to defend in court.

Disadvantages in using job task or function analyses:

1) The approach focuses on the job and not the exemplars (the individuals who
excel at their job)

2) Task lists are usually very bulky. Spencer and Spencer (1993) tell us that it takes

3,002 motions to drive a car.

H.- The “invented” method

The “invented” method simply involves guessing what the competencies should
be. Dubois and Rothwell (2000) and Rothwell and Lindholm (1999) recognize that the
method offers a very low level of reliability and that the resulting model may not be valid.
This method is not recommended but since some practitioners do use it, it is worth
mentioning. This method involves identifying a group of decision makers and asking
them to simply speculate on what the competencies identifying super performers should
be. This method perhaps may be useful when a group of workers or an organization is
going through a period of change and the incumbent workers have no control over what

the future will look like.
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Advantages of the “invented” method:

1) Inexpensive

2) Competency model is generated very quickly. It is very difficult to ascertain the
guality of the model generated but it is the quickest and easiest means of

generating a somewhat tailored model.

Disadvantages of the “invented” method:

1) Very low level of reliability.
2) The outcome may not be valid.
3) The results may not be acceptable to the project sponsor and the incumbent

workers who perform the job.

I11.- The borrowed-and-tailored approach

The borrowed-and-tailored approach is a hybrid between the borrowed and the
tailored approach. It involves using a model that was developed outside of the group, the
unit or the organization; and customizing it to fit the group or organizational culture. A
good example of the latter is the customization and use of occupation-based models

developed by professional organizations.

Occupation-based model

Many professional organizations sponsor competency modeling efforts for the

benefit of their members. As mentioned earlier in this chapter, the American Institute of
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Certified Public Accountants (AICPA) sponsored a study (Waller, 1999) to identify the
competencies that were critical to its members. The model deriving from that effort was
used for gap assessment.

Occupation-based models can also be implemented to generate information that
will be reported to governmental agencies such as the department of labor or to develop
certification programs. Data are usually collected from well-known field experts. Dubois
and Rothwell (2000) state that such models are generally of high quality; and go over the
advantages and disadvantages associated with these models (p. 2-39).

Main advantages of using an Occupation-based model:

1) The competencies are defined in the occupation’s ver