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ABSTRACT

The focus of this exploratory study was on competency profile development,

specifically the factors im actin on the validi of its development. Given the paucity of

research both nationally and internationally into the development of criteria feeding

employment practices, as well as the conjectured enigmatic disjuncture between theory,

which promotes the almost indispensability of job analysis, and organisational reality

which attests to it seldom being performed or performed in a way which would satisfy

scientific standards, a qualitative enquiry and a two tiered research design was developed

to explore this phenomenon. Through excavating documentary data, the first phase of

research intensively explored the work of the City of Cape Town's Competency

Framework Team, their particular job analysis processes and their methodology for

developing a competency profile for a single incumbent position, namely that of the City

Manager's position. The medium of the case study allowed the reader to enter the world of

a pulsing organisation and witness such researchers' dilemmas as contemplating whether

there is a standard recipe for competency profile generation, the factors influencing

choice of methodology, judgment around the relevancy of competencies developed to

lead the change process, accurately responding to and managing dramatically skewed

samples, the types of interventions to design, etc. The three key results from this phase

of research confirmed that: the complexity of change within the City of Cape Town, as

well as the types of decisions the various HR functions had to make on the basis of the

profile, influenced decisions on how to profile and which methods to use; that

stakeholders actively shaped the design and understanding of the particular components

of the competency profile as they bring human volition to the areas of challenge arising

https://etd.uwc.ac.za/



within the organisation; and on the issue of whether racial composition of a sample was

anticipated to have an effect on the competencies generated, it was clear that is not

possible to ascertain whether the differences noticed in the behavioural repertoire of an

individual are as a function of race or a myriad of other competing variables.

The second phase of research studied the behavioural competencies elicited from

a sample of Chief Executive Officers when using different job analysis methods to

develop these competencies. The results confirmed that the distinctive features of a job

analysis method selected or developed may impact on the behavioural competencies

generated. These results not only sensitise practitioners to the role of methodology in

influencing the derivation of competencies, but also to the many variables within, as well

as between chosen methodologies, and to the reality that choice of methodology may

influence the degree of confidence with which one interprets the results attained.

The study concluded that despite this being a case study, limiting the

conclusiveness and generalisability of its findings, the facets of the phenomenon of

competency profiling illuminated may have much salience for the art and practice of

profiling in general, for users and developers of job analysis processes, instruments, and

leadership models, as well as practitioners entrusted with organisational design and

redesign.

Key Terms:

Job analysis methods; competency development; competence development; competency

development for single incumbent jobs; competency development in changing

organisational contexts; sample selection; validity of competencies; job relatedness of

competencies; Integrated HR Frameworks; performance.
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CHAPTER ONE

INTRODUCTION

1. CONTEXTUAL/SING THE STUDY:

l.I. WHY THE INTEREST IN STUDYING THE DEVELOPMENT OF
CRITERIA FEEDING DECISION-MAKING PROCESSES IN
EMPLOYMENT PRACTICES1?

Basic studies in personnel psychology almost always applaud the undisputedly critical-,
\

role that sound selection procedures play in organisational effectiveness. In fact, Beatty \

(1994, p. 16) positions the selection process as the "single greatest tool that management has

to drive organisational effectiveness and profitability. " It is this recognition, of the immense

domino-effect that either good or bad selection has on organisational outcomes, that has

fuelled the quest to hone an optimal selection processi; a quest that has spawned a rich and

often highly contested philosophy around assessment, a plethora of job analysis techniques

and yielded a range of assessment tools.

The selection process, though, no matter how carefullyhoned, is not easilyexperiencedas

a fair process by interviewees as its very objective, essentially, is to structure a process which fuirly

distinguishes between whom to select and whom to reject, i.e., discriminating in nature.

Locate this selection process, with its inherent evaluative basis, within the socio-

political reality of an apartheid and now post-apartheid era and it certainly comes as no surprise

1 In Chapter 1 "DEFINITIONS, PURPOSE, INTERPRETATION AND APPLICATION" ofthe Employment EqLityAct (1988, p.10)
"Employment Policy or Practice" is defined as including but not being limited to recruitment procedures, advertising and
selection criteria; as such, the term covers an array of career decision- making instances across the full range of HR
functions.

I ~).
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that the instruments of assessment have been subjected to intense scrutiny by academies and lay

People alike. Within the loaded socio-political dynamies of South Africa, these measures have

almost always been viewed with suspicion by the previously disadvantaged majority who sawthem

as politically motivated barriers limiting their entrance into organisations and mobility within

organisations.

Further, as Shaw (1995) points out, it was a trend in South African organisations for many

years that they relied on unstructured interviews and non-validated psychometric tests to inform G, L .j
management selection and promotion decisions. Even a scant survey of the literature yields

excerpts that highlight the many facets to this observation:

o Abraham's contention, cited in Muller (1999), that despite the seeming

agreement that many intelligence tests are unsuitable in multicultural

contexts like South Africa, these tests are still actively used and even

marketed by the Human Sciences Research Council;

o The popularity of personality tests, like the 16 PF, in industry despite

research by Abrahams (alluded to in Muller, 1999) that the SA92 version is

culturally biased;

o England and Zietsman's findings, referred to in Rhoda (1996), that

psychometric tests in general are culturally biased because they are based on

2 Novit cited in Carrell, Grobler, Elbert, MalX, Hatfield & Van der Schyf (1998, p.176) refers to the Selection Process as
comprising 5 basic elements: Organisational Goals, Job Design, Job Success Criterion, Job Specification and Selection
Instruments. The "Job Design" phase seeks to identify the duties and responsibilities of the worker, the "Job Success
Criterion" to identify what distinguishes successful from unsuccessful performance, the "Job Specification" what traits, skills
and qualities in the individual are related to successful performance and the" Selection Instruments" the devices that are
available for determining if the applicant possesses the desired traits, characteristics and skills.

https://etd.uwc.ac.za/
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predominantly western, white malemiddle class norms, and countless more

findings like these.

Shaw (1995) attributes the prevalence of trends like these to the absence of laws that

questioned organisational practices in the areas of selection and assessment allowing them to

proceed with such practises unhindered. Additionally, he explains, very few attempts were made

to correlate test and interview performance with job performance and ascertain their predictive

validity or, to extend the argument further, compare the scores of 'blacks' and 'whites' to

determine cross-cultural fairness;a practise that certainlycould not have neutralised the potentially

charged assessment climate.

With the dawn of the post-apartheid period and the concomitant rise of what Shaw

terms the affirmative action era of the 1990's, a whole new consciousness was ushered into

the assessment arena: "... concerns about employment practises, discrimination and fairness

in selection" (Shaw, 1995, p. 2) are evidence in this regard. One of the first arenas in which

this consciousness was evident is in the active choices made by academics and graduate

students alike to conduct studies to ascertain the validity of assessment instruments. Efforts

made to ascertain whether this trend is mirrored by a corresponding increase in the number of

disputes lodged by employees, regarding the use of' discriminatory assessment tools', could

not be confirmed as the CCMA data base does not capture case data in a way that would

easily yield this type of information (S. Albertyn, personal communication, August 20,2002).

However, whilst the previously deafening silence around the validation of instruments

is beginning to be broken, the same cannot be said for other areas residing under the rubric of

selection process" One such area in which this silence is problematic, to say the least, is in

the absence of studies directed at scrutinising the development of criteria informing the

https://etd.uwc.ac.za/
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selection/assessment process specifically and employment practices, in general. Yet, scrutiny

of this aspect is undeniably critical as a landmark case, brought against the City of Cape Town

in 1999, has proved.

In this case, brought before the Commission for Conciliation Mediation and

Arbitration (CCMA), the applicant essentially alleged that the competencies he was assessed

on did not relate to the inherent requirements of the job. The authenticity of the applicant's

claim is not what is at stake here; it is his claim per se that is critical as it is indicative of yet

another dimension of this new 'consciousness' which is now a legislated discourse, driven

generally by the Constitution, Labour Relations Act (LRA) and the Employment Equity Act

(EEA). In fact, Schedule 1 of the EE Act of 1998 highlights this 'consciousness' quite

palpably: It states that a R500 000 maximum permissible fine may be imposed for

contravening any provision of section 16,19,20,21,22 and 23; included in section 19, page 20,

are references to the criteria used for career decisions, which may adversely affect people

from designated groups.

These specific contents of the EEA, in isolating and highlighting the net-effect of

criteria development on people and their careers, accentuate just how significant the

development of the criteria feeding decision-making in employment practices are, and exactly

why it would be so crucial to study the process of developing such criteria and the factors

influencing their validity. Given the obvious importance of this area, one is justified in

questioning why there is such a dearth of research both locally and internationally.

The lack of research in the arena of criteria development is offset by the somewhat

greater volume of studies directed at establishing the validity of assessment instruments. The

reasons driving this trend may best be interpreted within its historic context; within this

https://etd.uwc.ac.za/



framework the recent burgeoning activity, in assessment validation, would be interpreted as a

5

late, but much needed response to restore some balance to the previously sparse record of

validation studies in academic discourse.

But, how would the perception that unsuccessful applicants generally lodge more

claims against the use of discriminatory assessment instruments, as opposed to the criteria of

assessment, be explained? Again, this trend is not surprising as the assessment stage is the

most visible phase of the selection process; it is the start and endpoint at which the applicant

comes face to face with the particular tools used for the assessment and where after s/he is

informed of his/her success for whatever post s/he has applied. However, as Novit's2

definition of the selection process highlights, the selection process is far broader and more

complex than just the assessment stage. In fact, most times than not, it is precisely a different

stage of the selection process, namely the one that establishes what the criteria for the

assessment are, that determines what types of assessment tools/instruments are needed.

The range of combustible elements comprising the selection process collectively can be

attributed to the incredible charge that selection processes often emit; they are undoubtedly the

"molotov cocktails',3 of HR.

The selection dilemma that arises out of this charged assessment arena is nowhere more

clearly illustrated than in the/able of Fox and Scorpion (See Figure 1, below):

3 Universal Dictionary (1987) definition:" A makeshift incendiary bomb made of a breakable container filled with inflammable
liquid and provided with a rag wick."
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penetrates the very heart of the selection dilemma whilst, simultaneously, offering lessons of

redemption.

Figure 1: FOX AND SCORPION

Oral tradition has it that Fox was trotting along the river, soaking up the golden African sun and keeping
his nose and ears saddled to wind's back to sniff out his lunch for the day. All at once his focus is
disrupted by a very throaty "Morning, ol' Fox and how are you today?" In Fox's path was a vibrant
scorpion, staring at him very expectantly. At the sight of Scorpion, all fox could manage was a sobering
"Morning, to you".

Scorpion was not to be put offby fox's seeming aloofness and continued, "It is such a beautiful day,won't
you please give me a lift across the river')" "Absolutely not", said fox "1, I still have plenty of living to
dl"o.

"Why" protested Scorpion, "surely you can't fear that I may sting you? Don't you know that if I sting you, I die
too, leaving my poor littleones orphaned?"

Fox pondered Scorpion's argument and even though he hated seeing wisdom in his enemy' s logic, he felt
he had no choice but to agree that what Scorpion said made sense. After a long silence, Fox said" Yes,
you are right, I did not think of it in that way."

So fox swam across the river, with Scorpion perched dreamily on his back and the both of them warming
to the African sun on their backs. When they were half way across the river, Fox suddenly feit a
paralysing, searing sensation course through his body. As the poison filled his body he
uncomprehendingly turned to the now fast - drowning scorpion. "Now WHY did you go and do that/or')"

Dejectedly Scorpion struggled "1guess, 1 could 110thelp it, it is my nature!"

Original source unknown; adapted from oral tradition ..

The fable of the fox and the scorpion isa powerful metaphor for the selection process as it

Like Scorpion, it is the very nature of the selection process to be discriminating in the

process of ascertaining who, from the pool of applicants, is the most suited to:

o Deliver on the requirements of the advertised post, whilst

o Complying with organisational need and legislative imperatives.

This, however, is a kind of positive discrimination that is so essential because if a

selection process and its procedures cannot yield this kind of differentiation between

6
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candidates, then there is very little point in having them at all. However, where the selection

process can redeem the tale offoxand scorpion is in what constitutes its "sting", i.e., the basis

on and tools with which it does its discriminating. If the "sting" is based on job-related,

reliable and valid criteria as well as assessment instruments that are valid and reliable, then one

can rest assured that the processes are discriminating and not discriminatory. It is when

selection, "the sting", occurs on the basis of arbitrary, non-job related criteria and/or

assessment instruments that are not valid and whose application are not defensible in a court

of law, that it becomes the self-fulfilling prophesy that scorpion is an embodiment of

It is within this particular assessment context that competency-based assessment brought

immense value to assessors, and especially assessors in South Africa. At a time when the

assessment field was plagued with, amongst others, controversies around test bias, cross-

cultural fairness, lack of proven predictive validities, debates around the utility of using I as

a predictor

offer of providing:

A focus onjob competence as the major driver of selection methodology.

In other words, the core of this selection method probed for what people

actually do rather than what they say or think about their skills and

abilities;

o A competency-based job analysis as the basis for identifying the

competencies to be assessed for;
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CJ An assessment process built on job-related criteria, bolstering its validity

claims and claims of culture fairness;

CJ A practice of using highly structured interview guides for assessing

competencies essential to the particular job; Roth and McMillan, inRhoda

1996, maintain that the high reliabilityof competency-based interviews is due

to the fact that each interview is planned and structured around job-related

dimensions to be assessed, leaving very little chance for subjectivity among

interviewers/raters to enter in the gathering and interpretation of data

collection; and

CJ Increased legal defensibility arising out of the job-relatedness of the

competencies; Algera and Greuter, in Smith and Robertson (1995), are

adamant that high validities alone cannot be credited with the popularity of

content based selection devices. They maintain that an equally crucial

aspect driving their popularity is the substantial reputation of these

methods in court. Citing the work of Thompson and Thompson, who

scrutinised selected federal court cases, they conclude that it is the job

analysis aspect that fulfills a key position in court procedures (McClelland

(1973); Argyris & Schon, Fritz, Holburn, Robertson & Smith, Roth &

McMillan & Taylor, all cited inRhoda (1996); Algera & Greuter, in Smith

& Robertson (1995)). J
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Further, when one delves into the literature one easily accesses findings, like the ones

listed below, which could account for why practitioners are inclined to, on face value, imbue

any/all tools and measures trading under the rubric of competency-based as freefromany scientific

transgressions and why the field as such has developed such an incredible halo over it.

Findings like that by:

o Algera and Greuter, in Smith and Robertson (1995) that content-based

selection devices are credited with being 'valid, practical and defensible

in court.' He also refers to the reviews done by Asher and Sciarrino;

Roberson and Kandola which attest to the existence of well-documented

studies pointing to the validity of work samples and situational tests;

o Algera and Greuter, in Smith and Robertson (1995) of the continuing

status of work samples as being more predictive instruments; they refer

to the work of Schmitt et al. who report an average validity coefficient

of 0.38 in 18 studies over an eighteen year period from 1964-1982;

o Algera and Greuter, in Smith and Robertson (1995) that for the

situational interviews almost all reported validities are impressive, and

some go as high as 0.40-0.45; this, as opposed to the average validities,

of the selection interview at 0.14, as reported on in the work of Hunter

and Hunter (cited in Algera and Greuter);
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D Robertson and Smith, cited in Rhoda (19%), that job-relatedlbehaviourally

structured interviews or competency-based selection interviews along with

work sample and trainability tests, cognitive ability tests, and assessments

have the highest validity and are therefore good predictors of job

performance;

lO

CJ Leap and Crino, in Rhoda (19%), that the competency-based selection is an

empirically validated tool with the propensity to predict job performance in a

.55 -.70 range

CJ Van Clieaf, referenced in Rhoda (19%) that this .55 -.70 range

of successfully predicting job performance is better than the claims of

psychometric tools at. 53 and assessment centres at.36; and

CJ Taylor, mentioned in Rhoda (I 996), that competency-based selection methods

can be added to Holbum's list ofleast culturally biased selection methods; this

list included trainability tests; work sample tests; simulations and non-verbal

reasoning tests.

Notwithstanding such highly acclaimed features, the question that remains to beanswered

is whether all competency-based job methods and competency-based tools are automatically

imbued with a high validity simply on the strength of instruments that have attained high

validity coefficients. In other words, when selection processes and selection instruments
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claim to operate within a competency-based assessment philosophy and as part of the

competency-based repertoire, does one exempt them from any scrutiny and instantaneously

imbue them with the high acclaim that some instruments in their area have attained? Common

sense would insist no, but is there evidence in the literature around this issue of the

transportability of validity evidence?

Kleiman and Faley (1985) draw on the guidelines for conducting criterion-related

validation studies, provided by the federal government (Uniform Guidelines, 1978), to address

the issue of the transportability of validity evidence of assessment instruments. The Uniform

Guidelines advocate that a user may rely on validity studies conducted elsewhere under the

following conditions:

... (I) Evidence indicates the instrument is valid; (2) the two jobs (the one for which
the validation study was conducted and the one for which the selection procedure is
to be used) involve the same major work behaviours; and (3) variables which affect
the study s applicability to the new setting are appropriately taken into account
(e.g., performance standards, "vorkmethods, representativeness of sample in terms
of experience or other related factors) (Kleiman and Faley, 1985, p.826).

Kleiman and Faley maintain that the third condition is based on the notion that validity

is situation specific and the burden rests on the defendant to demonstrate the similarity

between the job contexts. These guidelines greatly influenced the adjudication ofthree, out of

a possible four cases, which tested the issue of transportability. In this vein they point to the

case of Dickerson where the judge ruled that a selection test validated in one setting was not

"transportable" to a new setting, irrespective of the authenticity of the original validation

study; what was of essence was that the defendant presented no evidence demonstrating the

similarity between the job settings. Kleiman and Faley (1985, p.827) encapsulate the judge's

concern as:

11
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... when one study is used in lieu of another, the user "must substantiate in detail
job comparability and must show the absence of major differences in contextual
variables or sample composition which are likely to affect validity" (p.1339).

They add that the decisions in the other two cases were also motivated by the

availability of proof of both content and contextual comparability between/among jobs.

Even though Kleiman and Faley (1985, p.826) bring it to the reader's attention that

Division 14 of the American Psychological Association (Principles, 1980) also provides

guidelines for performing criterion-related validation studies which" .... note that the current

research is showing that the differential effects of numerous variables may not be as great as

heretofore assumed" (p.16), the evidence provided sufficiently corroborates the view that

validity is not something that simply is awarded carte blanche or with a 'one size fits all'

mindset. As Kriek, cited in Rhoda (1996), proclaims it is only when psychometric tests are

well constructed that they can claim to be more objective than other selection methods.

Whilst there is no denying the significant contributions that have been made to the

assessment field by providing instruments and processes that can claim to withstand cultural

bias through its job relatedness aspects and offer of increased face validity, there are many

unexplored issues and areas that only empirical research, of which there is a drastic shortage,

can authentically elucidate. For instance, there are a span of questions around the

competency-based selection instruments to be used, like, amongst others, the range of

instruments to be used to elicit competencies, especially in relation to the level of the post

under consideration; the effectiveness of the specific instruments used to elicit the target

competencies (interview; role-play; in basket); and the reliability and validity of the individual

instruments used. But, over and above the issues related to assessment instruments per sé,
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there are also unanswered questions around other factors also impingingon the authenticity of

the selection process. One such question centres on the impact of job analysis and whether

the validity of competency based assessment, like that of their psychometric counterparts, is

also not dependent on how the job analysis (giving rise to the list of competences and

competencies to be used in the various applications) is conducted. Another set of questions

deals with the impact of the skill of the assessor, in assessing for the competencies, on the

fmal outcomes.

Scanning the literature for evidence of the concern regarding the job analysiscomponent

does yield some counsel: Rhoda (1996), despite building a case for the culture-fairness of

competency-based selection methods by citing Cofsky, Fisher, Schoenfeld, Shaw and Spencer

and Spencer, draws attention to Cofsky's caveat that the established competencies as

predictors of success must be properly validated. The question this elicits, though, is which

factors ensure proper validation of the predictors of success?

The caveat raised above is critical as it cautions against over generalising the halo of

validity to all instruments without any research to undergird the assumptions made. To

pursue this course would be the quickest way to kill the shelf life of what undeniably is an

invaluable tool. Like with the rites of passage of their psychometric kin, it is only in the best

interest of all possible areas of competency-based assessment that it be honoured by research,

directed at surfacing evidence that may elucidate its many unexplored facets.

13

Which questions, then, pertaining to competency-based assessment have been explored

in South Africa?
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Africa on measurement and the effectiveness of tools in accurately predicting performance on

1.2. SOUTH AFRICAN RESEARCH TRENDS

The study of competencies and competency-based assessment in South Africa is still in

its nascent stages and this can be gleaned from the immense difficulty one has in tracking

down research findings in this arena. Especially difficult is the endeavour to track down

research done in the development of criteria feeding assessment processes, and this difficulty

is not just a national/local phenomenon but also an international one.

In their audit of the historical trends in selection and assessment Smith and Robertson

(1995) identify the production of personnel specifications as one of the three areas of research

that were "orphaned" through the scant study endeavours directed at them (This issue is

covered in greater detail in section 3.4.1.).

Muller (1999), spurred on by the dearth of documented validity studies in South

the job, directed her energies to study a selection of competency-based assessment centre

tools/techniques and their concurrent validity.

A previous study conducted by Rhoda in 1996 centred on the criteria of assessment; it

focused on the importance of conducting a competency-based job analysis before choosing

employment selection methods. In other words, the study explored whether it is important to

determine a list of competencies a person is required to have in order to do a particular job

(through conducting a competency-based job analysis) before deciding on what selection tools

to employ to measure those competencies effectively.

Against this backdrop, the current study, based on the work done within the ambit of

the Competency Framework Project in the City of Cape Town, operates from the premise that

14
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conducting such a job-analysis is an undisputed given; it is understanding how such job

analyses unfold within an organisational context, that is of important. The focus of the thesis

is thus the exploration of factors that impact on the process of competency profile

development.

Given the paucity of research in this area, the study will largely be a qualitative rather

than a quantitative one, in that the focal point is the identification of issues that impact on the

process of profile development rather than testing for corroboration or rejection of previously

established themes.

Further, instead of broaching the issue of validation from the vantage point of test

scores which is the common strategy, the current study focuses on the actual job analysis

process. Normally, as Murphy and Davidshofer explain, even though there are four faces of

validity these faces represent the four strategies for validating the inferences that are made on

the basis of test scores; they do not represent four differing types of validities. These four

validation strategies, according to Murphy and Davidshofer (1994), not only embody two of

the principal problems in psychological m~surement, namely, determining whether a test

measures what it is supposed to measure and determining whether that test can be used in

making accurate decisions, but are also unified by their common goal, understanding the

meaning and implications of test scores. The thinking is, as Schuler (1995) in Smith and

Robertson, points out, that validating a selection device against criteria of job success cannot

only be interpreted as a validation of the test but also of the underlying job analysis procedure.

However, in the current thesis the aim is specifically to focus on the job analysis

process, as this is the component where job criteria, the potential gate-keeping mechanisms,

are set and developed. There can be no doubt that given the unique context of South African
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The current study, then, is directed particularly at a hitherto neglected part of competency-

history, this segment warrants intense scrutiny. As such a qualitative enquiry ensures an

exclusive and intensive look within the phenomenon of such a process; further, applying

Schuler's options (cited in Smith & Robertson, 1995) of 'other methods of job analysis' as an

alternative strategy for empirical validation, the differences between two job analysismethods

are also explored.

based assessment, namely the development of criteria; since the criteria for assessment in the

various HR functions are housed in competency profiles, the factors impacting on competency

profile development will be the subject of the study.

1.3. SHOWCASING AN ORGANISATION THAT DEVELOPED CRITERIA TO
FEED THE DECISION-MAKING PROCESSES IN EMPLOYMENT
PRACTICES

Even though this thesis centres on 'competency profiles', competency profiles per sé are

not developed as an end in themselves; rather they are vital tools that either guide and

structure the assessment process or other individual HR processes or, even more ambitiously,

are the engine driving integrated HR frameworks. Gleaning from the literature, this fact of

knowing whether the profile is to be developed for assessment as opposed to other HR

functions, may definitely impact on the process of profile development

Be this as it may, competency profiles whether utilised within the assessment process or

as key ingredients in competency frameworks carry incredible power; in the first instance, as

criteria informing the basis for assessment and the types of assessment tools to be used and, in

the second, as the criteria driving decision-making in all the HR functions. Competency

profiles, in turn, comprise of two elements, the competence and competency components.
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stated before, it is this very aspect that drives the current study to explore the impact of how

competence and competencies, the main elements of the competency profile, are developed

and which factors impinge on their validity. As Kandola and Pearn, in Boam and Sparrow

(1992, p.30) point out "Elaborate management systems however expensive, will be built on

foundations of sand if the competency analysis has been incomplete. "

The City of Cape Town, for many of the reasons listed throughout this introduction,

already subscribed to a competency-based assessment philosophy and selection practices.

Their intention was in fact to go one step further and implement such an integrated

competency framework as alluded to. Their rationale for doing this was that they had realised

that the various HR functions were using different criteria for its decision-making purposes.

The net effect of this independent functioning of the HR functions was that employees were

unable to ascertain which competencies the organisation consistently considers as advancing

the goals of the business and so would be prepared to reward them for exhibiting consistently,

and across all HR functions. It is with this background in mind that the current study

endeavours to exemplify the work done by the project team appointed by the City of Cape

Town to develop the tool, the competency profile, that would drive the implementation of an

integrated competency framework

More specifically, the project team's brief was to develop the conceptual framework

that was to undergird the Competency Framework Project as well as design the tool that

would ensure integration across the various HR functions. The work of this team will be

described in chapter 5 as it provides the building blocks for the current study.

17
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CHAPTER TWO

RESEARCH ORIENT ATION

2. DISTILLATION OF RESEARCH ORIENTATION

2.1. PURPOSE OF STUDY

Given the paucity of research both nationally and internationally into the development of

criteria feeding employment practices, the essential purpose of this case study is to excavate

the factors that impact on the validity of competency profile development. The thesis will

explore the work of the City of Cape Town's Competency Framework Team, from their

initial brief of developing a framework to house competency profile development, through to

its pinnacle, developing a competency profile for the City Manager's position, and including a

follow-up study using the same sample but a different competency development methodology.

2.2. AIMS AND OBJECTIVES

This case study endeavours to address contentions around:

o Whether the various HR functions' different needs in terms of which

components in the competence/competency continuum, and the mix of

elements within those components, could be reflected in the same profile;

o Whether there is a standard recipe for generating competency profiles in all

organisational contexts;

o Whether factors like the race and gender of the sample interviewed to elicit
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and develop the competencies would affect the list of competencies

generated;

o How the concept of competency fits in with performance; and

o What realistic expectations the organisation can have from implementing

competency frameworks.

2.3. FORMATIVE HYPOTHESES

1 Stakeholder input has an impact on how areas of competence are

described and how they are understood;

2 The job analyses methods selected for the competency component

have an impact on the behavioural competencies generated;

3 "Racial composition" of a sample is likely to have an effect on the

competencies generated.

2.4. SIGNIFICANCE OF STUDY

The introduction of competencies, be they as the mainstay of a competency-based

assessment method or an integrated Competency Framework, have practically become multi-

billion dollar industry spinners. Yet, the status it has attained has still not lain to rest some of

its most irrepressible ghosts, like what are competencies? What factors influence how they

https://etd.uwc.ac.za/



are understood and described? Is there a best single way in which they should be developed

and how does the method used impact on the defensibility of the final product?

There are undoubtedly pros and cons associated with any and every method that one

could potentially use to generate competencies. As Kandola and Peam, inBoam and Sparrow

(1992, p.35), stress" No one methodological approach or technique deserves more serious

attention than others and none can or should claim to be the one and only way of identifying

competencies." Despite this, the user of competencies, competency models or competency

frameworks still needs to be in a position to make the right choice for his/her organisation.

With competencies having become an industry, they can be available to users 10 many

different ways:

o Shopped off the shelfvia computer packaged models (offering a menu

from which the competencies ultimately are derived);

o Their development guided by stakeholder input as well as the use of

generic competency models, like Spencer and Spencer, Boyatzis,

Spangenberg, etc., as the menu from which choices are to be made

(often a kind of partici-plan methodology is followed, where

competencies.from researched models, are work-shopped lo customise

them to the organisation's needs);

o Or developed in-house, using classical methods like critical incidents,

behaviour event interview or repertory grid, and other methods,
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depending on whether the models are for stable organisations and jobs

or organisations in flux and jobs in the process of change. In these

It is a known fact that how one chooses to develop competencies is singularly the
~_..----..,- --. -- - ...._ -- ------

methods subject matter experts are physically .interviewed to elicit the

pool of behaviours that will eventually form the competencies to be

used.

most important factor impacting on cost, time and resources. Most crucially though, one

needs the assurance that the method chosen would deliver a product that can be used for the

purpose it was intended in the first place. This issue gains mammoth proportions when

realising that competencies are only one component of a competency profile; hence, the kinds

of concerns raised around the development of the competency component are often mirrored

in the development of the competence component too. These issues gain particular

significance given the dictates of the Employment Equity Act.

The Employment Equity Act, which purports to provide for employment equity and to

eliminate unfair discrimination in employment, amongst other things, has major consequences

for many HR functions other than merely selection and recruitment. Section 6 (1) p. 14 of

Ch.2 dealing with the prohibition of unfair discrimination draws attention to discrimination

that may be either "directly or indirectly" and in any "employment policy or practice". The

equality right envisaged in this section, not only, prohibits an employer from discriminating

directly on the grounds of race, sex, age, gender, etc. but also indirectly on the basis of

various procedures and practices; this of necessity implores organisations to scrutinise all the

criteria on which they base career decisions to ensure that none of these prohibitions are

violated.
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Against this backdrop, the current study is significant in that, through exploring the critical

variables impinging on the derivation of competency profiles, it gives a voice to an area shrouded

by silence. Secondly, through employing a qualitative design, the case study extends the promise

of illuminating the phenomenon of profiling and in so doing creates understanding of the factors

that hold the key in understanding this critical issue. Thirdly, by focusing on a phenomenon of

profiling within an actual organisation, a standard, be it generalisable or not, is created from which

learning may be imparted.

Given that this study essentially is a case study, no conclusive findings can be generalised

to other contexts. Yet, case studies are powerful in that they often present a slice of reality that

mirrors issues in the greater macrocosm; as such they serve as a stimulus for greater exploration of

the trends that have emerged. More specifically, trends emerging from this study are likely to

create greater awareness for the City of Cape Town, specifically, Local Government, generally, as

well as other companies embarking on profiling exercises in terms of the factors impacting on the

process of profiling, for positions in the process of change, in that it explores:

o The mix of job analysis methods one needs to draw on in developing

profiles for a position(s) in the process of change;

o The value of engaging the various stakeholders in a process to clarify why

competencies are needed and how they are to be used;

o The impact developing profiles for a position(s) in the process of change

has on sample selection and other data collection sources; and
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o How the choice of job analysis methods and the characteristic features of a

selected sample (size, "race", current subject matter experts versus other

data collection sources) impact on the competencies generated.

2.5. DELIMITATIONS AND LIMITATIONS

This study exclusively focuses on the Competency Framework Project within the City

of Cape Town and the development of a competency profile for a single incumbent position,

that of the City Manager, within the changing landscape of Local Government. As such there

is no expectation that the fmdings would be generalisable either to profiling processes within

other organisations, to positions with more than one incumbent or to fairly stable

organisations in which existing jobs are the subject of study.

Additionally, the sample studied to develop the City Manager's position is small.

However, it practically fully samples what arguably can be considered the most complex layer

of the leadership echelon. As such, the sample essentially zones in on a position that not only

commands the most from the organisation's salary budget but equally is envisaged to add the

most in terms of strategic vision and value to the organisation. It stands to reason, then, that

the fmdings of related to this aspect of the study will hold the most salience for practitioners

designing profiles for equally senior leadership positions; those collective positions that are

meant to "turn the tanker".

Further, although the findings with regard to defining and understanding competence

areas may be generalised to more operational types of jobs, like that of the general worker,

the fmdings with regard to competencies will have to be tempered by an active weighing up of

the cost of the job analysis methods with the purpose of the exercise and the gains to be
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attained.

Lastly, although this is essentially a case study the trends emerging from it have

relevance to the art and practice of profiling on the whole.

2.6. OVERVIEW OF CHAPTERS

Chapter 3 sees the contentions raised in 2.1. "The aims and objectives section"

converted into five major themes that will form not only the backbone of this chapter but

serve to guide the critical debates that flow from them. The first theme: "Dissecting the many

facets of competency analyses" introduces the reader to the duality embedded in the nature of

the term competency profile by showing that its generation is comprised of a competence and

competency competent. This observation triggers the necessity for exploring the debates

surrounding the genesis, nature and diverse applications of competencies. Additionally, this

theme also seeks to jostle with the potentially most volatile issues, like delving into the often

hazy arena of distinguishing 'competency' from terms vying for claims of kinship, like

competence, emotional intelligence, etc. Finally, it engages with other related questions

emanating from a competency analysis, like: How are competences/competencies developed?

Are these methods different to how it was done before, and if so does this new way add

value? Can competency development go awry and what are the consequences of this?

The second theme in this chapter "Why have Competency Frameworks become so

current and critical for organisations in the throes of change" sketches the changing

contexts in which South African organisations find themselves, the legislativedrivers that hold

sway, the concomitant rise of competencies and the range of solutions looked to in

confronting the challenges facing organisations.
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The third theme: "Under the magnifying glass: Interrogating issues that impact on

the process of generating the 'areas of competence ' and competencies" operates from the

premise that determining a list of competence areas and competencies to guide the ensuing

employment practices" are really a given; it is how they are generated that is an issue. This

section essentially investigates the factors that influence the choice of job analysis methods,

like whether there is a standard recipe for generating competencies in all organisational

contexts and whether it matters if generic models, as opposed to organisationally tailored

ones. Finally, it fingers all those concerns that surface in implementing competence and

competency methodologies - concerns like those around the level of detail included in

capturing areas of competence, the exclusive focus on past behaviour in generating

competencies, impact of race and gender of a sample on the types of competencies generated,

the effect of using generalised versus contextualised questions ingenerating competencies, the

charge generated in using words like' superior performance' in the South African context, etc.

Theme four reviews the actual rigours that job analysis have been subjected to within

the context of American courts in the process of proclaiming them as either valid or not. In

this sense, this theme gives content to the many court findings made with reference to job

analysis and distills the many learnings that can be derived from these fmdings.

The final theme "Competency frameworks: Panacea or core of an arsenal of HR

strategies ,. intently examines the macrocosm into which tools like competency profiles and

interventions like competency frameworks fit. The rationale being that a reductionistic

understanding of the problem that tools and interventions are meant to solve would impact on

4 In chapter 1. Definitions, purpose, interpretations and application in the EEA, "Employment Policy or Practice" is
defined as including but not being limited to Recruitment procedures. advertising and selection criteria; instead it includes an
array of career decision making instances across the HR functions.
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the type of solution designed. It is in this sphere that may impact on the validity of, for

instance, competency profile development This theme also presents an exposé on what

would constitute realistic expectations to have about the introduction of competency

frameworks/or competencies into the fabric of the organisation. It questions whether

competency frameworks are likean independent homeland that can exist in a dysfunctional state

and miraculously transform the dysfunctionality of the bigger system The point argued is that

there are other areas of organisational change that must be introduced in tandem with the

introduction of competencies ifone wants to ensure that the system is not prematurelyaborted, still

born or doomed to fade painfully into oblivion This theme completes the entire web of

interconnections spun around the central concept of a competency profile.

Chapter 4 recounts the salient factors that influenced the choices made around the

methodology and research design;

Chapter 5 progresses the debates started on competency frameworks, in chapter 3, by

focusing exclusively on the implementation of an integrated human resources framework

within the City of Cape Town;

Chapter 6 reports on the results, presents a discussion on the trends evident and

concludes the two-tiered research design by excavating the most salient findingsand outlining

the implications for further study;

Chapter 7 concludes the thesis by returning to the original question of the study

"Exploring thefactors that impact on/he validity of competency profile development: a car;e

study" to present a holistic summation.
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CHAPTER3

REVIEW OF RELATED AND COMPETING THEORIES OF
COMPETENCY AND RELEVANT LITERATURE

3. OVERVIEW OF THE CHAPTER'S THEMATIC CONCERNS

This chapter scours competency texts and journal studies in an attempt to review

current thinking, debates and research fmdings in the arena of job analysis and competency

studies. The title of the thesis "Exploring the factors that impact on the validity of

competency development" on face value seems to suggest a neat study of a uni-dimensional,

unambiguous subject, 'competency profiles', in which the objective is 'an exploration of the

factors impacting on validity '.

In reality this seemingly placid phrase is best described as a complex web comprising a

series of interconnected components integral to creating the meaning of the term 'competency

profile'; these interconnected components are elucidated by the 5 themes comprising this

chapter. Incidentally, too, each of these themes groups together a cluster of key aspects and

concepts that potentially impact on the validity of competency profile development.

3.1.., THEME 1:DISSECTING THE MANY FACETS OF COMPETENCY
ANALYSIS

3.1.1. GENESIS AND DNERSE APPLICATIONS OF COMPETENCIES

When the word "competency" is mentioned in any of its many related uses people,

more times than not, conjure up one of two likely associations:
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o "Competencies, competency-based frameworks ... ah, yes, the latest fad

doing the rounds!" or

o "the alternative to psychometric assessment methods ... they are the

exclusive domain of recruitment and selection."

Neither of these impressions is really that accurate. Firstly, contrary to popular belief

the concept of competencies is not a new one. The concept was forged as way back as 1973

when David McClelland grappled with the issue as to whether intelligence was really a good

predictor of job performance. According to Spencer and Spencer, cited in Rhoda (1996),

McClelland in his paper ''Testing for Competence rather than Intelligence" concluded that

academic aptitude, knowledge, content tests as well as school grades and credentials do not

predict job performance or success in life and are often biased against women, minorities and

people from lower socio-economic levels. These conclusions, they maintained, led

McClelland to seek out methods which would identify and predict job performance without

bias and his endeavours resulted in the notion of testing for competence rather than

intelligence.

McClelland (l998, p.331) maintains that this notion of testing for competence was

strongly contested by Barrett and Depinet on the basis that " ... intelligence tests were doing a

good job and there was no evidence competency testing was any better." To counter Barett

and Depinet's contention, McClelland (1998, p.331) alludes to evidence that demonstrated

"..that Scholastic Assessment Test verbal and mathematical scores yielded zero or negative

path coefficients for later occupational success in law, medicine, business, and teaching
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(Whitla, 1975) among students in an excellent liberal arts college, whereas competencies

acquired in college did predict those same criteria of occupational success." Additionally, he

cites as further corroborating evidence the numerous studies conducted by McBer and

Company (sic) which affirm that competency measures drawn from interviews predict success

among high-level executives.

Whilst history may attest to the fact that competencies are not new, it does, however,

in no uncertain terms locate the genesis of competencies as being a selection context. The

question this evokes is whether competencies are really the exclusive domain of selection.

Wood and Payne (1998) draw on the results of a survey reported on in the Competency

Journal to show that recruitment and selection have not been listed as the main driving force

for implementation of competencies. The fmdings in the journal show that the greatest appeal

in implementing competencies seems to reside in the fact that they can weave together a

harmonized company-wide HR strategy; a fact that is clearly evident through the currency of

competency frameworks in organisation's in the throes of change.

3.1.2. THE IMPLICATIONS OF THE VARIED APPLICATIONS OF
COMPETENCIES

The significance of locating the application of competencies in both the contexts of

assessment as well as part of an HR strategy is to emphasise the weighty kinds of decisions

that are made on the basis of these criteria. In the one instance, competencies will be used to

decide whom to allocate work to and in the other, the very criteria on which people's

performance will be evaluated, their individual development plan's formulated, training and

development priority areas identified and the foundation for revised pay structures, amongst
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others, laid. The pervasiveness of competencies makes it critical that there is clarity about the
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kinds of meanings attributed to the word 'competency'. This bold statement presupposes that

there is consensus around the concept of competency; a fact, the literature clearly attests,

cannot be further from the truth.

3.1.3. WHAT MEANING/S ARE A1TRIBUTED TO THE TERM
COMPETENCY?

Even the most superficial of literature scans wiU show an energetic debate around

what exactly competencies are and how they are to be understood. Such a search can be

quite daunting as it brings the searcher face to face with the dilemma as to whether the terms

competence, competency and emotional intelligence are interchangeable, related or

completely discrete from each other. Daunting as such a search may prove to be, it has to be

embarked on in the hope of clarifying the kinship, ifany, between these three terms; anything

short of this renders the field and measurement in unnecessary haziness and lack of clarity.

What then, is meant by the term competency? Boyatzis (1982, p.2l) draws on

Klemp's definition that a competency is an "underlying characteristic of a person which

results in effective and/or superior performance in a job." He qualifies this defmition further

by stating that a job competency is an underlying characteristic of a person in that it may be a

motive, trait, skill, aspect of one's self-image or social role, or a body of knowledge which

s/he may use. Spencer and Spencer (1993), essentially echo this understanding of

competency as an underlying characteristic that is causally related to criterion-referenced

effective or superior performance.
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Boyatzis' definition has been the intensely critiqued by Woodruffe (2000, p.87) and

Woodruffe, inBoam and Sparrow, 1992, who argues that the " ... definition ... seems to cover

pretty well anything, but avoids getting to the heart of what the common denominator of all

these things is." Woodruff's agitation seems to stem from his concern that without a clear

definition, the subsequent analysis may lack a clear and coherent focus and the analyst maybe

unable to discriminate between useful and not so useful information tapped from the subject

matter experts. In an earlier text he expresses this concern quite bluntly:

I:J ... the person wanting to specify an organisation's competencies has no clear
idea of what is being looked for. No technique for identifying competencies can
be employed successfully amidst a general confusion over what a competencyis:

I:J there can be no theoretical contribution to what causes individuals to have or to
lack a competency and no theoretically based advice on 'whether they can be
developed (Woodruffe in Boam & Sparrow, 1992, p.16).

To remedy what he perceives as the inherent problems in the current definitions,

Woodruffe (2000; in Boam & Sparrow, 1992) offers instead a definition of competencies as

dimensions (levels) of overt manifest behaviour which are related to superior job performance.

Of particular importance to him is that competencies are concerned with eo le's behaviour;. _.___
discrete dimensions of behaviour relevant to performance in the job. Further, he explainsthat-
competencies refer to behavioural repertoires that some people carry out better than others;

this observation is, however, tempered by an assumption that driving that behaviour must be

both the ability and desire to behave in that competent way. Essentially, then, for him

competencies are a set of behaviour patterns which ajob applicant needs to bring to a position

to competently perform its tasks and functions. At the hand of this definition, the goal of a

job analysis exercise must then be to isolate the behaviours that distinguish high performance.
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If one closely compares Woodruffe's definition with those of Klemp, Boyatzis and

Spencer and Spencer (1993) there are two aspects of difference that, at a fundamental level

are quite critical. These differences are, interestingly enough, subtly signalled by the authors'

choice of words in penning the definitions: Firstly, Klemp uses the phrase ....results in... ';

Spencer and Spencer, ' ... is causally-related to ' and Woodruffe, the phrase" ...are related

to". The specific use of these words has a contrasting effect in that the fust two authors use

implies 'causality', the latter "association/correlation". Secondly, Boyatzis' and Spencer

and Spencer's notion that competency is an underlying characteristic is very powerfully

juxtaposed by Woodruffe's definition committing competency instead to "overt, manifest

behaviour." These differences are important to discern and their significance will be built

upon throughout this chapter.

Given the intense debate sparked by the term 'competency', Woodruffe (2000)

persuasively argues that it is probably best to coin a new term for competencies which

sidesteps the muddle created by the use of the terms 'traits' and 'motives'. Whilst he agrees

with Boyatzis that the dimensions of behaviour may be underlying characteristics, traits and

motives, he finds the labelling of behaviour as such problematic given people's propensity for

attributing explanatory rather than descriptive power to such labels. For him the heart of the

issue is that even though the competency might be a trait, the term 'trait' isjust a convenient

'summary-label' for people's behaviour; it is not an explanation and in this vein, both

competencies and traits are descriptions of behaviour with neither offering an explanation of

behaviour (Woodruffe, 2000). In the light of this, he vehemently challenges what he claimsas

Boyatzis's inability to see that traits, knowledge and skill can all only manifest as behaviour

and argues that this further distinction is superfluous at best, confusing, at worst.
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Yet, this issue is clearly not a cut and dried one as can be gleaned by other

researchers' challenges to the development in the competency field to embrace overt or

observable behaviour as the only behaviour that may be collected in competency analysis.

Wood and Payne (1998) challenge the notion that behaviour is just overt or observable

behaviour. They contest that this development equally belies the complexity of what is

observed and creates the impression that what is observed can be copied or replicated. Whilst

they do not deny that observable behaviour is important, they feel the exclusive focus on overt

behaviour has led to a simplification of the competency debate. They argue that when

observable behaviour is touted as all-important, it tacitly implies that feeling and emotions are

not important They stress that even though one cannot observe how someone feels when

faced with a setback, it is undeniably critical information. Spencer and Spencer, cited in

Rhoda (1996), illustrate this concern pertinently with their example that without knowing why

a manager promotes an open door policy, one would not know whether any competency

and/or which competency is being demonstrated.

The issues raised above have surfaced in the literature in many other related debates.

For instance, Boyatzis (1982), McClelland, in Spencer & Spencer (1993), and many other

researchers have alluded to the different types and levels of competencies. But it was

Boyatzis (1982) who was the first to acknowledge that these different types and levels of

competencies, as important as the distinction is for a full understanding of the term

competency, often raises methodological issues around how we assess and measure

competence. It is this that has often triggered the concern of whether one should be

concerned merely with those competencies that are visible and easy to develop and assess,

like knowledge and skill, whether one should also acknowledge motive and traits as 'important
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competencies although they are difficult to assess or develop.

Whilst I, like Murphy and Davidshoffer (1994), am fully supportive of Woodruffe's

view that the kind of logic, that a self confident person behaves so because s/he has self-

confidence, ought not be ascribed to, I similarly take it as an absolute given that the level of

debate sparked off by the various interpretations of what is meant by a competency, is

probably more a function of the difficulty that arises in studying and measuring psychological

attributes, than it is to simplistic or confused thinking. There can be no convincing counter-

argument against an observation that "Psychological attributes are not manifest inany simple,

physical way; they are manifest only in the behaviour of individuals" (Murphy &Davidshoffer,

1994, pp.2-3). However, just as I share the discomfort of attributing an explanatory tag to

motive and trait, I find it equally uncomfortable to reduce behaviour to the level of being

merely overt/manifest/surface. As Murphy and Davidshoffer (1994, p.3) explain

" ... behaviour rarely reflects as anyone psychological attribute, but rather a variety of

physical, psychological, and social forces",

These debates are not sterile academic ones; practitioners need to have clearly thought

out positions about these so that they are in a position to choose methodologies congruent

with their viewpoints in this regard. The quickest way of killing off the contributions and

shelf-life of any brilliant innovation, is to allow the understanding brought to it to be so broad

or vague that it means different things to different people. Throughout the review of different

researchers' definitions of competency it has been evident that the concept of competency is

undeniably one forged on conceptually rough terrain.

Having reflected on both sides of the argument, though, the first choice is not call for

theoretical renewal and coin yet another definition. Rather, for clarity of purpose in this
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thesis, the best of both sides of the argument will be integrated into one. In this regard, parts

of Boyatzis's and Spencer and Spencer's definition will be adopted in as far as it aligns with

the understanding that competency is not simply surface, overt behaviour. This will be

complimented with Woodruffe's persuasive argumentation around the issues of not using

summary labels; in this regard behaviour will not be distinguished in terms of traits, motives,

etc. Also, in keeping with Woodruffe's understanding of competency, the use of the word

"related,,5 as opposed to "results in" will be opted for. Hence, competency will be regarded

as an underlying characteristic of a person related to effective and/or superior

performance in ajob.

Having clarified the meaning of competency, the methodological choice subsequently

made needs to be aligned with the definition of competency to ensure that no disjuncture will

result between the understanding of competency and the method used to elicit it.

Alternatively, being forewarned around these issues means that the practitioner is ina position

to decide how the methodology could be altered to accommodate or align it with the

understanding brought to competency. For instance, in reflecting on the series of questions,

commonly known as the EAR model (and that comprise the critical incident technique) it

becomes evident that this method lends itself to tapping 'overt' rather than the deep

underlying behaviour. Hence the probes in this method include: a focus on the incident the

subject matter expert must recall ("Tell me abOUTa Time when ... "). the action component ofa

particular event (" What did you actually do? ') and the results of the incident ("What was the

end-result or impact of the incident? "). Being aware of the methodology, though, the

5 "The word 'related' rather than 'results in" was consciously chosen in acknowtedgement of the array of complex factors
influencing performance
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interviewer whilst probing may ask " .... so why did you choose to tell stories as pan of your

interviewer may still choose to use the methodology but with adaptations. For instance, the

presentations?". When transcribing the effective behaviour, thus, this adaptation should be

included. For instance, when eliciting behaviour for the competency "influencing", instead of

coding the effective behaviour as "tells stories" the practitioner adds the contextual

information elicited from the interview so that it reads "tells stories to make the presentation

more accessible as well as to bypass audience's defenses with regard to volatile issues; in so

doing develops persuasive arguments to achieve results desired. "

Through these simple adaptations it is acknowledged that one can only measure

behaviour so it becomes irrelevant to further label the behaviour into traits or motives;

however these steps allow that behaviour is coded in such a manner that it is contextualised in

a way that does not trivia lise the "action component".

3.1.4. ARE SKILLS AND KNOWLEDGE CONSIDERED AS
COMPETENCIES AND WHAT, IF ANY, IS THE SIGNIFICANCE
OF THIS QUESTION?

Having raised his concerns around the labels of traits and motives, Woodruffe also

warns against referring to the technical skills, knowledge and abilities that may emerge from

the job analysis as competencies (Woodruffe, 2000; Woodruffe, inBoam & Sparrow, 1992).

He offers as explanation that knowledge, skills and abilities apply particularly to jobs with a
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professional component and often what is required to be a good professional is both the

professional skill and behavioural competence.

This debate is further evidence that the difficulty in separating out what competencies
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are and what resides under that rubric is probably more a function of the difficulty that arises

in studying and measuring psychological attributes. Hence, I would have thought that

Woodruffe would have motivated that skills and knowledge be kept apart from the term

competency because they are mostly threshold6 competencies and per the definition of

competencies are not necessarily related to superior performance.

Goleman (1999) has added his voice to this aspect of the debate, albeit under the

rubric of' emotional intelligence'. Whilst the present discussion has not weighed up emotional

intelligence against competencies yet, this debate will be addressed in section 3.1.6. further

on.

When one studies Goleman's construction of excellence and its domains, the

suppositions forwarded are equally applicable to the realm of behavioural competencies.

Goleman (1999) posits that excellence comprises three domains, the first one being IQ. The

most salient working principle he lays down is that IQ isjust a threshold competence; whilst

one needs it to get into a particular field, it does not make you a star. For Goleman, then, IQ

unequivocally has its limits and in this sense it is the emotional intelligence abilities that matter

more for superior performance.

Goleman's second domain of excellence, namely "Expertise ". anses from his

acknowledgement that apart from IQ, it is the practical skills honed along with the technical

abilities mastered that determine how well individuals perform on an everyday basis. He

categorically states that whatever the intellectual potential, it is expertise - the total body of

6According to Spencer & Spencer (1993) the threshold competency category, whilst necessary for adequate performance. is not
enough to distinguish star performance. ie, threshold competencies identify essential characteristics that an employee must have
to do a particular job and enable effective performance (minimally acceptable) but does not predict superior (above average)
performance. The differentiating competency category, on the contrary, is comprised of those competencies that enables or
predicts superior performance.
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specialised information and practical skills - that makes individuals good enough to do a

particular job. Drawing on the findings of Jacobs, however, Goleman (1999) is quick to point

out that expertise, like with IQ, is also only a baseline or threshold competence. In other

words, whilst it is needed to secure the job and get it done, performance, or how the job will

be done, will be determined by the other competencies brought to this expertise. Alluding to

the powerful contribution to excellence made by competencies he cites Jacob who claims that

if an individual is unable to translate expertise into something that is marketable or that stands

out above the rest, this expertise has made little difference. Goleman thus concludes that

whilst supervisors of technical and professional workers, for example, would need to have

some degree of expertise in their area so as to manage work related queries with reasonable

understanding, that expertise remains a threshold requirement. Ultimately, he insists, the

abilities that distinguish the outstanding supervisors in technical fields are not technical, but

rather relate to handling people. Hence, experience and expertise, like IQ, matter, but are not

sufficient when it comes to excellence (Goleman, 1999).

So, if experience, expertise and IQ are necessary but not sufficient the logical question

that follows is, what is? To quote Lennick, cited in Goleman (1999, p.23) "The aptitudes you

need to succeed start with intellectual horsepower - but people need emotional competence,

too, to get the full potential of their talents. The reason we don't get people's full potential is

emotional incompetence." Emotional intelligence, then, according to Goleman constitutes the

third domain of excellence. He states that emotional intelligence skills are synergistic with

cognitive ones in that top performers have both. However, he observes that the more

complex the job, the more the emotional intelligence matters. He qualifies this statement by

pointing out that a deficiency in emotional intelligence can at best hinder the use of whatever
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distinction between aspects of the job at which the person is competent, and aspects of the (2)

person that enable him or her to be competent. For him the term 'competencies' deals with

technical expertise or intellect a person may have and at worst, it can hijack individual

capacities as " ... out-of control emotions can make smart people stupid" (Goleman., 1999,

p.23).

3.1.5. ARE THE TERMS COMPETENCE AND COMPETENCY
INTERCHANGEABLE AND WHAT, IF ANY, IS THE
SIGNIFICANCE OF TIllS DEBATE?

Having tried at best to clarify what is meant by 'competency', the focus now turns to

establish its relationship with one of its frequently associated doppelganger, the term

'competence'. Woodruffe (1992, in Boam & Sparrow) motivates that there is an essential

the behaviours people need to display in order to do the job effectively and not with the job

itself: In his words, " ... competency refers to one of the sets of behaviours that the person

must display in order to perform the tasks and functions of job with competence" (Woodruffe,

2000, p.87).

He thus proposes that the distinctive differences embodied by these terms be captured

by reserving separate terms for their respective usage:

Cl areas of competence: to refer to the areas of work or-roles at which

the person needs to be or is competent;

Cl competency: to refer to the dimensions of behaviour that lie behind

competent behaviour.

According to Woodruffe, this distinction is vital to safeguard any further blurring of

borders in the competence/competency debate. Khan et al.'s (1999) similar distinctions
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between these key concepts in their conceptual documents, independently lends support to the

basis on which Woodruffe separates these components.

As vital as this distinction between competence and competency is, it is not meant to

create the impression than one of the two components is more valued than the other or to

raise concern over whether both are really necessary; the utility of these components is

dependent on the use to which it has to be put. Both these components are different, but

critical sides to the same coin and as such play incredible roles in providing the type of data

needed for a more balanced view of the factors that impinge on performance.

These observations of the separate, yet interconnectedness of these two components,

is aptly illustrated in Fletcher's (1997a) observation that by breaking down an organisation's

key purpose in a structured way (through the process of job analysis) yields an identification

of all the functions which are essential to success. These functions, in turn, become the basis

for the development of competencies.

Algera and Greuter, in Smith and Robertson (1995), similarly make this link between

the criterion and predictor explicit through their explanation that the choice of predictor must

be based on the content of criteria as defined during the first stage of the model's

development. Their inference in this regard is that criteria then serve a dual purpose, making

explicit what should be predicted and pointing out potentially relevant predictors. In the

context of this thesis, the criterion variables correspond to the competence component, whilst

the predictor variables would correspond with the competency component.

In fact, this linkage between the competence and competency component is even

evident when developing assessment instruments. Algera and Greuter, in Smith and

Robertson (1995) stress just how critical it is that the population of tasks should be defined in
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relevant terms and a sampling procedure must be laid down in which criteria are specified for

judging the representativeness (content validity) of the predictor. They provide the following

example, amongst others, of this: " ... representativeness of the predictor can be judged in

terms of adequateness of time sampling (are the most time consuming tasks represented inthe

predictor instrument?, task relevance (are all relevant tasks included?), criticalness of sub-

optimal performance (are those tasks included that lead to deleterious effects if performed

incorrectly?)"(Algera & Greuter, in Smith & Robertson, 1995, p.12).

The rationale for clearly distinguishing between areas of competence and

competencies is essentially because of the very different methodologies used to arrive at these

two components (Woodruffe, 2000). Fletcher (1997a) concurs with this sentiment and points

out that no single tool or technique will allow the attainment of all the goals desired to be

accomplished. In the same vein, Whiddett and Hollyforde (1999) stress that every technique

has its pros and cons and no single technique is sufficient for all data collection and not all

techniques for analysing jobs suit all situations.

To practically illustrate how these observations impact on competence/competency

derivation, one needs only point out that the 'what of the job' /areas of competence is derived

through an analysis of job functions and not through a methodology focused on eliciting

behaviour. In her book "Analysing Competence: Tools and techniques for analysing jobs,

roles and functions", Fletcher (1997a) defines the appropriate use of functional analysis as

necessitated by those times when a basis for identifying components of competence need to be

provided. It is an approach which" ... 'unpacks' everything which must be achieved in order

that a business organisation achieves its purpose and objectives" (Fletcher, 1997a, p.24). The

type and range of methodologies used will also depend on whether it is an envisaged or new
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job or an existing job

The 'competency component', in contrast, may draw on such techniques as repertory

grid analysis, critical incident technique, behaviour event interviews, amongst others, to elicit

behaviour and eventually develop competencies that represent those behaviours that

differentiate the high performer (Fletcher, 1997a; Spencer & Spencer, 1993; Woodruffe,

2000). Again, the type and range of methodologies used will depend on whether it is an

envisaged or new job or an existing job (Theme III, section 3.3.2. comprehensively addresses

the variables influencing decision-making in this regard).

In summary, whilst the competency component acknowledges the people component

III the performance equation, the competence component acknowledges the role the

environment plays in performance (This theme is covered in greater depth in theme 5, Section

3. -1.5.2.1.).

3.1.6. WHAT IS EMOTIONAL INTELLIGENCE AND WHAT, IF ANY,
IS ITS INTERFACE WITH BEHAVIOURAL COMPETENCIES?

Section 3.1.1. oriented the reader to the genesis of competencies, introduced

McClelland as the fore-runner of the 'competency era' and discussed his role and research in

testing for competence and not intelligence. The information presented in sections 3.1.1.

through 3.1.6., however, presented all the debates under the banner of 'competency' or

'competency based assessment'. Whilst competence was differentiated from competency, the

term emotional intelligence, although introduced into the debate in section 3.1.4., has yet to

be related to and/or differentiated from competency.
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Goleman (1999), albeit more than two decades later, like McClelland also challenged

what he has termed 'the IQ mystique' -the erroneous but widely popular belief that what

matters most for success is intellect alone. Like McClelland, he drew on research trends that

emphatically point out that IQ takes second position to emotional intelligence in determining

outstanding job performance. In fact, he entrenches the argument even further by alluding to

responses from business consultants that emotional ineptitude carries huge business costs and

the' expertise is all view of capabilities' is strongly to be questioned.

Further, on studying his construction of excellence and its domains (as elucidated in

section 3.1.4.), it becomes evident that the suppositions are equally applicable to behavioural

competencies. These statements by Goleman are, however, all made with reference to

emotional intelligence and this prompts the question 'but what is emotional intelligence, is it

different to competencies and what, if any, is the linkage between these two?'

It is useful to begin by exploring how emotional intelligence is understood, what the

various dimensions to this concept are and how is it ultimately defined. Goleman (1999)

remarks that people for years talked generally about emotional intelligence under a variety of

names like character, personality, soft skills and competence but it is Salovey and Mayer he

credits as the ones who first coined the term emotional intelligence; a term which to his mind

denotes a more precise understanding of these human talents.

Boyatzis, Goleman, and Rhee (1999) elucidate the evolution surrounding the thinking

and understanding of emotional intelligence from a uni-dimensional concept to a multifaceted

one. They explain that whilst the earliest psychologists exploring the arena portrayed it as a

single concept, recent psychologists have appreciated the complexity and described it in terms

of multiple capabilities. Gardener, cited in Boyatzis et al. (1999), for instance, conceptualised
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the arena as constituting intra-personal and interpersonal intelligence and Salovey andMayer,

similarly, described it in terms of knowing and handling one's own and other's emotions. In

this light they argue that as a phrase, the term 'Emotional Intelligence' belies the complexity

of the turf it traverses in incorporating a person's capability.

Drawing on research in the field, Boyatzis, Goleman, and Rhee (1999) point out that

care should be taken in not defining emotional intelligence as a single construct for itmight be

deceptive in suggesting an association with cognitive capability, traditionally defined as

intelligence, or general cognitive ability, which psychologists often refer to as "g". They

anticipate that when this happens people may fall into the trap of imbuing those considered

effective with a 'halo effect' as a result of which they assume that they have all the vital

ingredients for success. To counteract this tendency, they recommend identifying the best

focal point with which to study emotional intelligence; a focal point which would allow for the

description and study of a variety of specific competencies, or capabilities, that can be

empirically, causally related to effectiveness, whilst describing the clusters within which these

are organised. One such focal point is Goleman's Emotional Competence Framework,

depicted in Table 1, on p. 45.

Against this backdrop, Boyatzis, Goleman, and Rhee (1999, p.3) define emotional

intelligence as being " .... observed when a person demonstrates the competencies that

constitute self-awareness, self-management, social awareness, and social skills at appropriate

times and ways in sufficient frequency to be effective in the situation." In this sense they

claim to speak of the model of emotional intelligence as being based on the competencies that

enable a person to demonstrate intelligent use of their emotions in managing themselves and

others to be effective at work.
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Goleman's Emotional Intelligence model depicted in Table 1, above shows the

relationship between the 5 dimensions of emotional intelligence and the 25 emotional

competencies. He explains that the ingredients for outstanding performance requires only that

an individual has strengths in a given number of these competencies, typically, at least 6 or so,

and that the strengths be spread across a1l5 areas of emotional intelligence. This he maintains

ensures that there are many paths to excellence.

According to Goleman (1999, pp.25-28) these emotional intelligence
capacities are:

u Independent: Each makes a unique contribution to job performance;

o Interdependent: Each draws to some extent on certain others, with many strong
interactions;

o Hierarchical: The emotional intelligence capacities build upon one another. For
example, self awareness is crucial for self-regulation and empathy: self-regulation
and self-awareness contribute to motivation: all the first four are at work in social
skills;

o Necessary but not sufficient: Haying an underly ing emotional intelligence ability
does not guarantee people "ill develop or display the associated competencies,
such as collaboration or leadership. Factors such as the climate of an organisation
or a person's interest in his or her job "ill also determine whether the competence
manifests itself:

o Generic: The general list is to some extent applicable to all jobs. However,
different jobs make differing competence demands.

So what kinds of conclusions can be reached about the linkages between emotional

intelligence and competencies? Boyatzis, Goleman, and Rhee (1999) refer to competency

research as a closely related stream of research to emotional intelligence, often primarily with

emphasis on managers and leaders and focused on explaining and predicting the outcomes of

effectiveness in various occupations. They explain that in the competency approach specific

capabilities were identified and validated against effectiveness measures or often even
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inductively discovered and then articulated as competencies.

In reviewing the literature on emotional inteUigence and scanning it against that of

competencies, the following similarities and differences can be inferred:

Similarities:

o In studying Goleman's Emotional Competence Framework (ECF) it is

evident that the entire framework is made up of competencies and so it is

similar to competency frameworks in that it uses exactly the same

currency or language, of competency;

o The types of the competencies comprising the ECF are largelyall present

in competency models like those developed by Boyatzis, McClelland and

others, as well as in competency dictionaries like that of Spencer and

Spencer (1993); essentially, it appears as if the majority of competencies

are used. The only surface difference evident seems to be that the

behavioural competency domain is larger in that it houses an additional

cluster, a thinking or cognitive cluster, which does not seem to appear in

the ECF or in the most recent version of the test based on the emotional

intelligence model, namely the Emotional Competence Inventory (ECI);

o Goleman defines an emotional competence as a learned capability based

on emotional intelligence that results in outstanding performance at

work. The operative phrase "... results in outstanding performance al

work" clearly places it in the same semantic field in that competencies,
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Differences:

too, are pegged as predictors of work performance; and

o Given that both models use the same currency, of competencies, the

methodologies to generate competencies are a further similarity.

o Drawing particularly on Goleman's work, Boyatzis, Goleman and Rhee

(1999) maintain that the concept of emotional intelligence offers more

than a convenient framework for describing human dispositions in that it

offers a theoretical structure for the organisation of personality and

linkage to a theory of action and job performance. Herein, perhaps lies

the first point of departure.

The ECF is an organisation of competencies into clusters to form

an overall construct of emotional intelligence on which people can be

assessed using the ECI. In this sense, when asking what comprises the

emotional intelligence model or framework one can unequivocally

respond, 5 dimensions and 25 competencies, as the model has already

been established and concretised.

In contrast, competency models are organised differently as the central

theme stringing together competencies and competency clusters is

effective! or superior performance for a specific occupation/occupational

level.

Hence, when one asks which competencies predict effective! or

superior performance, it can yield very different competencies depending
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But how are competency models best explained? Dubois (1993)

on the occupational level or class one is studying: there can therefore be

no predetermined model of competencies, unless a generic model has at

some juncture been developed for that occupational group under study.

defmes a competency model as one that includes those competencies

that are required for satisfactory or exemplary job performance within

the context of a person's job roles, responsibilities and relationships inan

.organisation and its internal and external environments.

Given this defmition, when Spencer and Spencer (1993) explain

that Boyatzis identified a set of competencies that consistently

distinguished superior managers across organisations and functions, it

can be concluded that he developed a competency model for managers.

Wood and Payne (1998) comment that Boyatzis hypothesised that there

in this case, vary. He would then compare the behaviours exhibited by

are a certain fixed number of competencies on which people, managers
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highly effective staff to the behaviours exhibited by less effective or even

ineffective staff Interestingly, they interpret Boyatziss work on

competencies as an alternative theoretical perspective on the study of

individual differences at work and in this regard compared it to Cattel's

16PF; at the hand of'Boyatzis's model of effective managers, of course,

7 The competencies indicative of effective or superior performance for an occupational groupIlevel are organised in terms of
competency models for the respective occupational groups.
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people were described in terms of 21 competencies (Wood & Payne,

1998).

Similarly, Spencer and Spencer, in tum, have developed

competency models for technical/professional, human service,

entrepreneur, sales/ marketing/ trading, and managerial jobs. In this

way, the ECF is different from competency models in that whilst the

ECF sports the same competencies and clusters, competency models will

house the competencies and competency clusters indicative of effective

or superior performance for a specific occupational level/class; and

fmally

o When assessing emotional intelligence a standard instrument, the ECI,

can be used, whereas when assessing behavioural competency, the

instruments and tools will depend on the types of competencies in the

model for that specific occupational class/level.

What are the implications of these similarities and differences?

Being cognisant of the fact that the competencies stocking an emotional intelligence

model versus individual competency models are organised differently implies that the terms

cannot be used interchangeably. However, because the building blocks of both models are the

same, i.e., both utilise the currency of competencies and both are predictors of work

performers (unlike with the concept of competence where the essential building blocks are

different), it can be concluded that the two are very closely related and as such the theory
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undergirding the respective models/frameworks can be drawn on by both fields of study.

This fusion of a common theory base IS abundantly clear from Goleman who credits

McClelland's research on competencies as having served as a launching pad for his research

on emotional intelligence: He recalls how McClelland's paper launched an entirely new

approach to the measure of excellence and marketed competence as a personal trait or a set of

habits that leads to more effective or superior job performance, so adding a clear economic

value to the efforts of a person on a job. This insight, he says, triggered immense research,

the main thrust of which unequivocally touted the common core of personal and social

abilities as the key ingredient in people's success. It is this core, comprising of competencies,

which he refers to as emotional intelligence.

From the aforementioned, not only can the close kinship of these concepts be inferred,

but it can also be speculated whether this was why Woodruffe is reported to have written off

emotional intelligence as " ... old wine in new bottles". Woodruffe reportedly challenged

Goleman on the grounds that emotional intelligence is nothing new under the sun (Goleman,

2001). In response to what he perceives as Woodruffe's misapprehension, Goleman insists

that the issues need to be separated properly in terms of what he says is new and not new

about the framework. He emphatically states that the competencies falling within the domain

ofEI have been known for two decades or more, and acknowledges that this aspect cannot be

new nor does he position it as being new.

In a rebuttal by Goleman to an article byWoodruffe he tackles two fundamental issues

vehemently challenged by him. He points out that what is new for him is the crucial role ofEI

on effective performance, especially leadership. He alludes to the rule of thumb that emerges

from studying competency models, namely that the higher you go in organisations, the less
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Goleman (1999) clearly has expended much energy in understanding this area as is

critical technical and analytical skills become and the more important EI competencies become

in distinguishing the outstanding performers. Whilst he agrees with Woodruffe that the ratio

of the contribution made by purely cognitive capabilities versus EI competencies remains

unclear, he ventures his own estimate that EI accounts for 80 to 90 per cent of the abilities

that distinguish the best leaders.

He also points out that what is new is the significance of the neurological distinction

between purely cognitive capabilities and EI competences as this clarifies the model of

learning that is most effective in cultivating EI, as distinct from technical skills. He explains

that given that the neural substrates ofEl include the brain's emotional centres in the limbic

areas, as well as the pre-frontal lobes, the model oflearning appropriate for this range of skills

differs from that for purely cognitive abilities, which are solely based in the neocortex. He

contrasts the different styles oflearning arising from this; whilst the neocortex learns quickly,

through an associative mode, the limbic areas learn far more slowly. He emphasises that this

is particularly true when it involves having to change lifelong habits. This learning often

draws on the methods of rehearsal, extensive modeling and practice, and as such requires far

greater effort so learners must be emotionally engaged. He feels strongly that this difference

is critical in that leadership development interventions that ignore this mode oflearning have

what he calls a 'short half-life'.

evident from his close analysis of how the features of the brain have impacted on thought,

feeling and emotional intelligence:

The great divide in competencies lies between the mind and the heart, or, more
technically, between cognition and emotion. Some competencies arc purely cognitive,
such as analytic reasoning or technical expertise. Others combine thought and feeling:
these I call "emotional competencies" All emotional competencies involve some degree
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of skill in the realm of feeling, along \..ith whatever cognitive elements are at play.
This stands in sharp contrast with the purely cognitive competencieswhich a computer
can be programmed to execute about as weU as a person ... This tight orchestration of
thought and feeling is made possible by what amounts to a superhighway in the brain,
a bundle of neurons connecting the prefrontal lobes, behind the forehead - the brain's
executive decision-making centre-with an area deep in the brain that harbours our
emotions. Damage to this crucial connection leaves people emotionally incompetent
even though their purely intellectual abilities are untouched. Thus the divide between
those competencies that are purely cognitive, and those that depend on emotional
intelligence as weU, reflects a parallel division in the human brain (Goleman, 1999,pp.
23-24).

3.17. PROCESSES UTILISED IN THE BC (BEFORE COMPETENCIES)
PERIOD

Wood and Payne (1998) caution practitioners against assuming that the ubiquity of

competencies today implies that the processes in selection and recruitment were in disarray

before. In fact, they locate the use of terms and processes like job analysis, criteria and

dimensions as reigning in what they term the 'Be' (before competencies) period. These

methodologies operated differently then as personnel practitioners or industrial psychologists

commonly tended to develop a job description, including the key tasks and responsibilities

involved in a function, and from this hypothesise the skills, abilities, experience and personal

attributes required of a successful job-holder. The selection process was then built around

this 'person specification.' They make it clear that this approach is still current even with

organisations who claim to have an integrated competency-based HR system.

According to Wood and Payne, the concept of competencies historically grew out of

pressures on organisations to make themselves more effective through selecting, developing

and rewarding the right people. They explain that one of the inherent weaknesses of the

methodological approaches predating the use of competencies is the process involved in

hypothesising the appropriate attributes required for the tasks and responsibilities identified.
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Citing Boyatzis, they explain that this process relied on practitioners having a model in their

mind of what a 'good manager', for instance, looks like. Whilst this model may have been

derived from many sources, often it was unconscious, implicit or tainted by their

characteristics or past experiences. Hence, the bottom line was that practitioners unwittingly

may have been guilty of making selection decisions by comparing potential applicant's fit with

their mental model which may have had no relation to the actual requirements of the role. It

is not difficult to understand that this style of deriving the job specification may leave

organisations exceptionally vulnerable to suits of unfair labour practices/to selection processes

that would be indefensible in a court of law. As stated previously, Schedule I of the

Employment Equity Act of(1998) warns that a R500 000 maximum permissible fine may be

imposed for contravening any provision of sections 16,19,20,21,22 & 23; which refer to the

defensibility of criteria on which career decisions are based.

3.18. THE VALUE OF THE COMPETENCY MODEL

Boyatzis' answer to the problem of poorly thought out mental models of management

and by implication the inherent weakness of the job analysis technique predating

competencies, was to utilise the job competence assessment method - a method based on of

job analysis used by the staff ofMcBer & Company in the States. This method, according to

Wood and Payne (1998), is a behaviourally based interview technique which incorporates

some projective tests and, in contrast to the process of hypothesising attributes, makes no

prior assumptions as to the attributes required for effective performance; instead it draws on

the comparison of the behaviours exhibited by current highly effective staff to the behaviour
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exhibited by less effective or even ineffective staff in an effort to establish the human

characteristics associated with job success (McClelland, 1998;Wood & Payne, 1998). It is

this distinction, according to McClelland, cited in Spencer and Spencer (1993), that is the

major difference between the competency based approach to job analysis and the traditional

job analysis as it is known, in that in the competency-based approach people who are doing

the job well are studied and not the job itself

The aforementioned statement should by no means, though, create an impression that

there is an either or scenario of 'eitheryou study the person, or you study the job'. The

concept of having an integrated HR framework in which different functions in HR require

differing information, precisely means that both these aspects are valued as key aspects, albeit

for different purposes. For instance, in performance management systems, in addition to

needing to know which competencies are critical for successful performance, a breakdown of

the job into its component parts is also required. This enables the determination and

development of key performance areas and outcomes which, in tum, enables reasonable

processes for contracting performance to be set in place. The latter type of information isnot

easily provided for by exclusively competency based methodologies as the attention given to

the job aspects are, at best, very superficial. For instance, when using the critical incident

technique, no more than 5-10minutes of a 3hour interview, ideally, is assigned to the job

8.component

8 According to Hartman, cited in Fritz (2001), the initial questions in a critical incident interview centre around establishing the
general aim of an activity; in other words, tapping the [ob component. Fritz (2001 j, drawing on Hartman, explains that the
information gleaned from these steps are also critical in concretising a baseline against which one can adjudge whether the
behaviour reported has actually been effective or ineffective. The initial questions include· ... 2. What is the primary purpose of
... (specify activity); 3. In a few words, how would you summarise the general aim of (specify activity)?" Hartman, in Fritz (2001,
p.82)
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Similarly, Spencer and Spencer (1993) in outlining the 5 steps constituting the

behaviour event interview recommend that the interviewer spends no more than 10 to 15

minutes of an hour and a half interview on step 2, 'job responsibilities.' Effectively, then, it is

the purpose of the competency profile that will determine which methodologies are

appropriate and whether it is necessary to include the best of both worlds, by including both

approaches, or whether simply to focus on the factors linked to superior performance.

In summary, theme one, which introduced the reader to the duality embedded in the

nature of the term competency profile, endeavoured to show that clear distinctions amongst

these terms is an absolute precursor to competency profile development as it directly impacts

on the choices made in terms of methodology; this in tum, may impact on the validity of the

profile eventually developed.

3.2. THEME TWO: WHY HA VE COMPETENCY FRAMEWORKS
BECOME SO CURRENT AND CRITICAL FOR ORGANISATIONS IN
THE THROES OF CHANGE?

Now that the many dimensions of competencies and its related concepts have been

explored and the concept of competency frameworks introduced, it is worthwhile to pause

and reflect on why competency frameworks have become so prominent in organisations.

3.2.1. THE IMPACT AND IMPLICATIONS OF THE SPIRIT OFTHE
TIMES

Organisations do not exist in cocoons and hence do not have the luxury of believing

that their internal reality is all that matters. Quite to the contrary, organisations are acted

upon by the an array of pressures both from their external and internal environment which
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organisation.

make it imperative for them to be responsive to these if they are to survive, let alone have a

competitive edge.

It is an undeniable fact that our world has been reduced to a global village; our age,

assailed by an information explosion, globalisation, the dominance of technology, the shaping

of a customer consciousness, changes in thinking about managerial styles, changes in statutory

developments as well a drive towards an ethos of participative management (Deale, 1995;

Mastrantonis & NeL 1995; McLagan & NeL 1995). Additionally, Manstrantonis and Nel

(1995) point out that pressure has been mounting on South African organisations to change

their organisational governance in ways that would ensure global competitiveness. In a

survey, in which they tried to ascertain the extent to which change was underway in

organisations, they found that, in their 160 strong sample, the majority had begun to flatten

the organisation structure and create work-teams in certain areas of the organisation. This,

they feeL is consistent with developments in recent years that advocated that organisations

flatten the organisational structure, as hierarchically structured organisations were thought to

be limited in their capacity to react to changing circumstances. A further factor they isolate as

lending support to this view, was the astronomical cost implications incurred by top heavy

hierarchies; hierarchies, often, that were characterised by over-supervision and an

organisational norm where the few think and the many either follow orders or constantly rebel

and strike. Such hierarchically structured organisations, they explain, up to recently had one

group of people to synthesise, interpret and format information for the consumption of

another group, who had to apply this information. Factoring in the information explosion,

they emphatically state that these practises have become obsolete given the pressures facing
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Employers have realised that the autocratic management styles that produced great
results in the past won't continue to do so in the future. The controlling style of
management was effective in the days of mass production. It is no longer effective in
these competitive times when worker cooperation and input are vital success factors in
the relentless quest to satisfy the needs of the customer.

Deale (1995, p. 18), concurnng with the reality that the playing-fields for

organisations have changed radically, adds yet another factor - that ofa burgeoning awareness

of the 'customer':

Faced with such extensive change in the very fabric of organisational life, what

strategies, did/do organisations draw on to stay ahead or even abreast of all these changes that

bombard them by the second?

3.2.2. SYNOPSIS OF BUSINESS STRATEGIES BORNE FROM BUSINESS
PRESSURES

Boam and Sparrow (1992) studied the periods from the 1960's to mid 1980's and

found that the pressures of the distinctive ages necessitated distinctive strategies to deal with

business, employees and the ensuing expectations that employers held of the roles of

employees. On analysing the trends they present from the 60s to current day, it is evident that

the kinds of strategies have systematically shifted to embrace the thinking that if business is to

thrive, it has to introduce strategies focused on its human capital alongside whatever other

business strategies; in other words, planned strategic changes must be implemented with a

parallel human resources management strategy. A brief synopsis of Baarn and Sparrow's

research will be presented as it illustrates how the view around human competencies evolved

across the ages to its current maturation - as a key strategy to turn the proverbial

organisational tanker.

58

https://etd.uwc.ac.za/



Starting with the '60's, which they peg as a relatively stable business environment,

they show that the overriding attitude towards employees was that they were economic

resources whose contributions needed to be closely controlled by the organisation. Within

this frame of reference, there was little emphasis on individual differences and the ensuing

strategy was that the organisation concentrated on the best way of doing things; competence

was simply seen as the mastering of specific techniques.

The stability of the '60's gave way to '70's and '80's which they epitomise as

competitive and as periods marked by increasing change and uncertainty. The philosophy that

there was one best way of doing things and organising people, was now surpassed by the

thinking that the strategy of the organisations was the key determiner of the merits of the

options chosen. In this scenario, structure was only as effective as the extent to which it

matched strategy. This, in tum, translated into a matching of jobs to structure and people to

jobs. This evolution ultimately manifested in organisations wanting a flexible worker capable

of self-management in certain situations.

Boam and Sparrow (1992) continue into the mid- '80's which, they note, marked yet

another change in how human capability was viewed. In a business context in which

competitive pressure turned to competitive threat, workforces downsized and individualjobs

became more skilled and varied, organisations realised that they needed to give individuals

more scope and autonomy over their own activities. This encouraged organisations to view

employees as an asset, no longer just a cost; as an asset, there was a vested interest for

organisations to invest in their employees in order to add value to them. They point out that

those organisations that survived the recession in the 80's, embarked on major strategic

changes. They became the proponents of the view that people were also important in
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implementing these new strategies and that this justified a focus on developing people.

Drawing on the insights of Evans they explain that it was no longer a question of

having the right 'fit'; management, had become a balancing act in which seeming contraries

needed to comfortably co-exist: "Organisations need to be opportunistic, but also to plan"

(Boam & Sparrow, 1992, p.4). These changing business contexts translated into a need for

individuals skilled in defining the situation:

Managers need to be encouraged to confront, understand and deal with a wide range of
forces outside the organisation and this implies the need to develop their skills,
attitudes, values and mindsets in a way that will produce a combination of excellence
and the ability to manage the 'tension' within the organisation constructively (Boam &
Sparrow, 1992, p. 4).

Scanning the bigger developments with a bird's eye view, Boam and Sparrow, like

Mastrantonis and Nel (1995) and McLagan and Nel (1995) mentioned above, isolate the host

of catalysts (tnew technology, new competitive arrangements, more flexible and responsive

organisations, internationalisation of business, the power of information, supply of

resources, new competitive arrangements ') that signal the changing world and that by

themselves created pressure for a different management of the skills and competencies of the

workforce. They emphatically maintain that organisations had to focus on the quality of their

human resources to a degree that was unprecedented simply to survive - not even gain any

kind of competitive edge.

The pace and pervasiveness of the changes, catapulted by these catalysts, impressed

on organisations that they would only succeed in implementing planned strategic changes by

creating a parallel human resources management strategy (Boam & Sparrow, 1992). It is

within this climate, that a radically different philosophy and approach to the management of

people at work sprouted; an approached named as Human Resources Management and
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defined as encompassing" ... the process of analysing an organisation's human resource needs

under changing conditions and developing the activities necessary to satisfy these needs"

(Boam & Sparrow, 1992, p.5).

The strategic changes in the mid-1980's birthed an array ofHR strategies aimed at

adding value to the organisation by identifying, analysing and implementing a set of

procedures and activities to solve the various people-related concerns. These strategies

included" Learning by doing; cost reduction and simplification; cultural or large-scale

change programmes; human resource planning; resource development (competency based

approach) " (Boam & Sparrow, 1992, p.7). Whilst each of these strategies brought with it

their particular focus of activity, they point out that there were two main reasons that led to

the ascendancy of the competency based approach, namely:

o ...the failure of large scale change programmes to deliver the necessary
changes in individual behaviour; and

o ...a growing link between business performance and employee skills. such that
sustained business performance can only be achieved through improved
management capability (Boom & Sparrow. 1992. p.9).

Another factor strengthening the appeal of competency-based approaches was that the

acquisition of new skills became a key driver of the 1980's. Boam and Sparrow reflect on
t:'

Hendry, Pettigrew and Sparrow's findings of a research programme into human resource

management in 20 UK firms that organisations were having to cope with internal pressure to

influence the configuration and balance of skills within the organisation given the skills drain

following the 1980's recession:

"Organisations had to face the challenge of the 1980' s with' inherited skillsbases' that

were largely unsuited to the new tasks at hand" Sparrow (I992, p.l l ). It is the
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pressure created by this skills gap that allowed a paradigm shift to competencies to

occur. Morgan, cited in Boam and Sparrow (1992, p. 11) explain the shift as follows:

... whereas in the past managerial competencies went hand inhand with the possession
of specific skills and abilities, it now seems to involve much more. Increasingly, it
rests in the development of attitudes, values and 'mindsets ' that allow managers to
confront, understand, and deal with a ".'ide range of forces within and outside their
organisations.

So it was that competency frameworks or a competency-based approach became a key

strategy, amongst a arsenal of others, that business environments in the throes of change,

could look to deal with the challenges they are faced with. Fletcher (1997a) as weUas Wood

and Payne's (1998, p.22) research into the top ten reasons, for companies introducing

competency frameworks, listed below, corroborate this viewpoint resoundingly:

• Performance

• Culture change

• Training & Development

• Recruitment & Selection

• Business Objectives/Competitiyeness

• Career/Succession Planning

• Skills Analysis

• Flexibility

• Clarity of Role

• Integrating HR Strategy

Wood and Payne (1998) comment that even a cursory review of the list above would

be sufficient to highlight a seeming anomaly: recruitment and selection (only the 4th highest

priority purpose in the survey) has not been listed as the main driving force for

implementation of competencies; for them, the greatest appeal in implementing competencies

seems to reside in what else they can do and ultimately that they can weave together a
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harmonised company wide HR strategy.

It is within this context that competency profiles become a crucial part of the puzzle.

Not only are they the tools that help implement integrated HR frameworks but they are also

the tools that house the competency component.

3.2.3. BENEFITS OF A COMPETENCEY-BASED STRATEGY

But what is so special about this strategy? Firstly, according to Boyatzis (1982), such

a strategy is developed on and operates from the concept of competence, specifically job

competence. Secondly, as Whiddett and Hollyforde (1999) clarify, unlike in the past when

competencies were developed within specific applications only (e.g., one set for selection

exclusively, another set for training and development) competency frameworks offer one set

of criteria that can be applied across the full range of human resource processes. The power

of having such a common set of criteria to draw all human resources processes together,

according to Whidett and Hollyforde (1999, p.l) is that it presents an organisation with:

•... an opportunity to agree a common language for describing
effectiveness in an organisation ... (sic)

•... an opportunity to achieve a high level of consistency when assessing
performance ..

Thirdly, Wood and Payne (1998), reflecting on the pervasiveness of such a

competency model, conclude that competencies offer a way of binding together and

integrating the elements of a progressive HR Strategy. They state that if competencies are

defmed, as they should be, with reference to the needs of the business, then a competency-

based appraisal system can help to reinforce particular approaches to work, e.g., continuous

improvement or customer focus. The implications, then, of such a competency model are
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enormous: competencies can be a powerful tool when trying to change the culture of an

organisation as their overall effect is to oblige everyone in the organisation to focus on their

We've been very effective at increasing profitability through methods like re-
engineering and speeding up the turnaround cycle for new products. But even with
some big successes, our curve of improvement is flattening" ... "We see the need to
use our people better - maximise our human assets - to make the cur ve rise again.
So we' re trying to make the company more emotionally intelligent (Goleman, 1999,
p.8).

performance in specific common areas in order to develop their skills and ultimately to

improve the performance of the organisation.

Fourthly, Goleman (1999) reflects on a refrain he frequently hears surfacing from

companies regarding what they deem is crucial for success in the world of work and it

contextualises the contribution made particularly by the use of competencies quite

compellingly:

He persuasively argues the case that it makes business sense to fmd people who have

emotional competencies and to nurture these qualities in existing employees on the grounds

that emotional competencies make up two thirds or more of the ingredients of standout

performance. To illustrate just how much value is added by outstanding performances of

employees, he draws on a landmark study conducted by Hunter, Schmidt, and Judiesch. This

study sampled thousands of people in jobs ranging from postal clerks to partners in corporate

law firms. In the study they essentially compared the economic value of top performers, those

in the highest 1 percent, with that of average or poor performers and found that the value

increased as a function of the complexity of the job. Their findings, according to Goleman

(1999, p.35), are as follows:
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• For simpler jobs, like machine operators or clerks, those in the top Ipercent
produced 3 times more output than those in the bottom 1percent - that is they
were worth 3 times more.

• For jobs of medium complexity, like sales clerks or mechanics, a top performer
was 12 times more productive than those at the bottom. That is, a single
person in the top 1 percent was worth 12 people in the bottom 1 percent

• A different comparison was made for the most complex jobs like account
managers, lawyers, physicians, etc. Those at the top were measured against
average performers, rather than those at the bottom. Even in this case, the
added value of a performer in the top 1 percent was 127 percent more.

These pointers serve to illustrate the point that no matter what business strategy one

develops to tum business around, that business strategy depends on human volition to action

it. Strategies have no volition of their own; they sit in documents depending on people to

give them life - make them take form - and this is where competencies come in. Essentially,

no matter what the business strategy, it has to factor in a parallel strategy of developing

people.

In sum, the second theme which highlights the fact that competency profiles are tools

often used for the establishment, amongst others, of competency frameworks subtly creates

awareness of the point that the end-use of the profile ('is itforassessment, trainingpurposes,

all HRfunctions, etc.? ') in itself may be a factor that impacts on the process of determining

the validity of the profile's development.
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3.3. THEME THREE: UNDER THE MAGNIFYING GLASS: INTERROGATING
ISSUES THAT IMPACT ON THE PROéESS OF
GENERATING THE COMPETENCE AND COMPETENCY
COMPONENTS

3.3.1. PERSPECTIVES ON TIlE USE OF METHODOLOGIES

Having both probed the merits of establishing competency frameworks and pondered

the powerful value brought by endorsing competencies, the focus of the discussion turns to

the process of job analysis - that vehicle for both driving the establishment of competency

frameworks as well as generating the competence and competency components of a profile.

As has been stated before, a core issue with regard to generating the competence and

competency components (be they for integrated competency frameworks or simply for

singular processes like assessment) centres on "how" it is done, i.e., which methodologies are

used.

Kandola and Pearn, in Boam and Sparrow (1992), state that the identification of

competencies involves the use of one or more of the large family of job analysis methods.

Gleaning from the research conducted by Gael (1989) they deduce that there are at least 40

different job analysis techniques that either directly or indirectly can lead to the formulation of

competencies. In fact, they observe that these methods can range from highly task-oriented

methods, which focus on precise definitions of the tasks to be carried out, to psychologically

oriented ones, focused on the human qualities (like knowledge, skills and other attributes)

needed to perform the job. Within the ambits of this thesis, the highly task oriented methods

would be the ones that lend themselves most comfortably to generating the competence

components, whereas the psychologically oriented ones would include those methods best

suited to developing the competency component.
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Algera and Greuter in Smith and Robertson (1995) explain that job analyses are

utilised for many different functions in personnel management and draw on Levine's research,

which delineates at least Il distinct purposes, to support this observation. They note that

although some existing methods and instruments claim to be suited for many purposes,

functions like training, selection and job evaluation often necessitate very specific

requirements. From this they deduce that it is very unlikely that one job analysis method or

instrument can be appropriate for all purposes. Kandola and Pearn, in Boam and Sparrow

(1992, p.35), unequivocally concur with this sentiment:

No one methodological approach or technique deserves more serious attention than others and
none can or should claim to be the one and only way of identifying competencies

In this light, they advise that a multiple method approach, to compensate for the

strengths and weaknesses arising from individual methods, be opted for. Assuming then that

the latter position is taken as a given, the question that often arises is 'are there any specific

factors that would influence the methodological choices practitioners need to make')'

3.3.2. [WHAT DECISIONS INFLUENCE THE METHODOLOGICAL
CHOICES TO BE MADE? J t.f

Kandola and Pearn, in Boam and Sparrow (1992), summarise the key organisational

factors that influence the methodological choices to be made in identifying the competence

and competency components as including the objectives of the user, size of the organisation,

size of relevant populations, timescales and budgets.

They point out that once a commitment to some form of competency analysishas been

made, two definitive questions need to be addressed by the organisation. The first centres
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around whether the focus of the analysis on the jobs is as they currently are done or the way

they are envisaged to be done or even, on the way they should be done. To make such a--
decision, the ability to adequately read the barometers of organisational reality is needed:

When the requirement is simply to achieve certain outcomes within a job, they argue the

process is relatively uncomplicated. It is when the job is unfolding or changing over ti period

of time as a result of changes occurring in the organisation, the market or the general

environment, that it becomes more complex. Shackleton, in Boam and Sparrow (1992),

concurs and proposes that when change is endemic in business,_!he place to start, in the

analysis, is the future. The huge implication for profiling a job undergoing flux of some kind

is that only some of the data can then come from existing job holders; other sources have to

be tapped to access views on the future roles and requirements.

The issue ofajob's volatility triggers the relevance of Spencer and Spencer's (1993)

research on designing competency studies. They list three alternative methods, for designing

competency studies, namely:

o The classic study design using criterion samples;

Q A short study design using expert panels; and

Q Studies of single incumbents and future jobs where there are not

enough jobholders to offer samples of superior and average

performers.

Given the scope of this thesis, Spencer and Spencer's section on 'studying futurejobs

and single-incumbent jobs' will be focused on exclusively. Spencer and Spencer (1993),

acknowledge that determining competency requirements for future jobs, where the job being

defined does not exist, or jobs with single incumbents, poses special challenges. Arguably, the
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same logic would be valid for determining the competence component.

Dealing with future jobs first, they list, in order of desirability, three possible

approaches of study, which include:

CJ Sampling employees currently performing analogous jobs: According to

them, the best way to identify competency requirements for future jobs is

to study superior performers in similar jobs and then, on the basis of

labour economics, extrapolate how many incumbents will be needed in

the job under consideration. On the question as to whether the

characteristics that predict superior performance will continue to predict

performance in the future, they respond that competency models tend to

be dynamic and although the way tasks are executed may change, the

core motivational, interpersonal and cognitive competencies that predict

success remain the same over time;

CJ Extrapolation from job elements with known competency correlates:

They explain that elements or accountabilities for some future jobs may

include competencies already identified by previous competency

research. In such instances, competency models for a future job can be

assembled from these elements;
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CJ Expert panel "guesstimates": Expert panel analysis starting with listing

the accountabilities, results measures and competencies of the most

similar currentjob(s) in the organisation and continuing with identifying
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accountabilities and competencies likely to be required by the future

jobis). Experts may even be asked to construct critical incident

scenarios for future jobs by imagining typical situations a person in the

future job might face and then identifying competencies needed to deal

with these situations effectively.

Turning the focus to single incumbent jobs, Spencer and Spencer (1993) explain that

competencies for single incumbent jobs can be determined by assem~ling data from key

people or dependencies who interact with the person in the job. As a strategy employed in

one case study, they suggest conducting interviews with superiors, peers, key subordinates

and customers; the typical strategy of one above, one below and one on par (same position,

different functionality) in relation to the position under study. It is critical to point out,

though, that this is not always possible, like in the case study of the City of Cape Town (see

Chapter 5). In this ease study, not only was the position under study one of a single

incumbent, but it was also envisaged to change, in tandem with the broader organisation and

its extra-organisational context. What was perhaps even more significant was that no one

stakeholder could map out with absolute precision what the exact nature of the change would

be. In a case like this, simply following conventional wisdom and interviewing the typical one

above, one below and one on par is problematic, to say the least, as these stakeholders are not

in a position to talk to the envisaged position; their input, in fact, could prove to lead to

greater the confusion.

The second definitive question is whether the focus is to fall onjob performance at an

average level or to concentrate exclusively on the performance of above average performers.
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Intimately linked to this question, is the issue around the inclusiveness of the sample; a simple

rule of thumb recommended is, the broader the perspective of change and the greater the

impact, the wider the range of people needed to provide data at the competency analysis

stage.

Having grappled with and resolved these key questions, Spencer and Spencer (1993)

persuade the potential users of any methodology/ies (to generate either the competence or

competency components) to interrogate the utility of the method along a number of factors.

These, according to Kandola and Pearn, in Boam and Sparrow (1992), include:

o Investigating whether the methodology primarily has a worker or task

orientation. They point out that some methods actually fall between these two

juxtaposed points. In fact, in the context of competency analysis they

recommend a single technique with a dual focus on both a definition of work and

the person factors;

71

o Ascertaining what level of sophistication and technical expertise the

methodology demands of its potential user/s;

o Clarifying the level of quantification required;

o Probing whether the methodology offers a predetermined structure or whether

the structure is user-generated. They note that whilst predetermined structures

often are derived and tested statistically, they may prove to be too crude or
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important for the user to ascertain the extent to which the method or methods

general for a particular context. In the case where a context specific structure is

opted for, they impress the need to test the structure for reliability and validity;

o Scrutinising whether data collection sources are direct or indirect sources of

information. When data is obtained through observations or participation it

constitutes a direct source, as opposed to an interview or an old job description,

which gathers reported views and information. They strongly recommend that

direct and indirect methods of data gathering be combined and that further

evidence be obtained that confirms the validity and reliability of the indirect

methods utilised;

o Considering the range of convenience offered;

o Exploring the sensitivity of the methodology. They explain that it is vitally

inherently are general in their application and have predetermined content and

will enable the identification of less obvious and subtle, yet critical aspects of

tasks or job performance. They warn potential users that some methods

structure that, if used alone, might fail to identify critical aspects that should be

encapsulated in any competency statement. It is this point, they argue, that

delivers one of the strongest arguments against the exclusive use of

commercially developed systems for identifying competencies;
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o Clarifying the capacity to generate usable outcome. This factor encourages

active probing for whether the method/s yields outcomes like employee

specifications, job descriptions, profiles, test specifications, amongst others or

whether the methods are primarily data gathering (like checklists, questionnaires

and diaries) and the information has to be translated at a later stage;

o Establishing what the cost implications of using a particular method is in terms

of the human resource requirements, time and computer-processing costs;

o Estimating the timescale; this entails ascertaining the time a particular research

methodology requires to be fully pursued. They comment that the range of

packaged systemic approaches often hold the advantage of speed over the more

intensive, but possibly more specific and accurate methods;

o Querying the degree of computer assistance required; and

73

o Resolving whether the organisation will 'do-it-themselves', or opt for the

'packaged approach'. Kandola and Pearn, in Boam and Sparrow (1992),

maintain that it is highly unlikely that one method or approach will be capable of

meeting all user needs under all circumstances. They suggest a situation may

well arise where it is either appropriate to use a combination of different

methods that have specifically been put together by the user or to follow the

guidelines and support material packaged by a number of authors.
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Having explored the constellation of factors that practitioners should be cognisant of

and that shape the kinds of choices made in terms of methodology, the focus shifts to a range

of conceptual concerns that practitioners need to be both conscious of and have developed a

position and strategy around, if they wish to confidently defend the work they generate for the

organisation. These issues to be raised are not sterile, paper debates. They are critical in

driving home the point that unless practitioners are very clear of their positions around certain

conceptual issues, they may end up choosing methodologies that deliver outcomes that are

out of synchrony with what they envisaged to attain for the organisation. Methodologies can

only yield data for the types of questions they are structured to elicit responses for; no more.

3.3.3. ISSUES OF IMPORT TO THE PROCESS OF GENERATING THE
COMPETENCY COMPONENT SUMMONING PRE-PLANNED
STRATEGIES

3.3.3.1. POSITION ON GENERATING FORWARD-LOOKING
COMPETENCIES

One of the main criticisms levelled at competency methodologies is that they

exclude any and all techniques necessary to net forward-looking competencies; a

feature critical ifone wishes to select people who will be able to cope with the present

and the future.

Moloney (2000) observes that behaviour event interviews are in essence

reviews of what worked before and expresses her reserve about the wisdom and

success of organisation's wanting to change the behaviour of their people by starting

in the past. Wood and Payne (1998) support this observation and explain that the

techniques used to identify behavioural competencies (behaviourally-based interviews,
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critical incidents and repertory grid interviews) tend to focus on the characteristics of

people who have been successful up to now whilst not building in any mechanisms to

ascertain what people will need in the future. To their mind, the inherent problem

with this is that organisations will use competency frameworks to shape their futures

based on what worked in the past and, as they warn, the probability is that they will be

wrong. Quoting Paul Sparrow they equate this tendency with "trying to drive ahead

whilst looking in the rear -view mirror" (Wood & Payne, 1998, p.29).

To compensate for this flaw, Wood and Payne (1998) advise that the classical

methods of eliciting and generating competencies be supplemented with other methods

focused on drawing in forward-looking competencies. Adapting Steven Covey's maxim,

they recommend that practitioners deal with this dilemma by 'beginning with the end in

mind'. To do this effectively, they suggest the use of visioning exercises where board

members, for instance, are asked to take their 5-year strategic objectives and identify

which behaviours their managers will need to produce if those goals are to be attained.

This is followed up with the top team being tasked to generate a repertory of

behaviours that are then clustered to provide a first-cut competency framework.

Essentially, though, these are but a part of a variety of approaches they recommend

can be utilised to identify competencies, including interviews, focus groups, visioning

exercises, consultation sessions and even questionnaires. They are adamant that if

frameworks are developed along these lines, they are bound to contain some of the

typical competencies that always crop up. The draft framework generated then simply

requires refining and validation with the managers themselves.
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Moloney (2000), in much the same vein, suggests an approach of looking to

the future through focusing on both micro and macro organisational issues, like

understanding business plans and business goals and on a larger scale, the challenges

posed by the sector the business is in. Having this 'big picture' in focus assists in

correctly aligning the competencies required to help attain the vision. She emphasises

that this approach does not preclude interviewing key people in the organisation to

analyse their jobs, but she insists that their input should only be considered in the light

of current practice and not as a guarantee of future success. Essentially, she maintains

that these methods constitute sound, sensible and business-focused alternatives that,

incidentally, are also cheaper and less time intensive.

But besides the economic boon of these alternatives, Moloney (2000) also

highlights her concern that conventional methods are vulnerable to claimsof discrimination

that may result from reinforcing competencies that have led to success in the past. She

bases her statement on the fact that behavioural event interviews are carried out with

superior performers to elicit repertoires of behaviour that have led to success in the past;

however, she points out, that most senior people in organisations in the past were male.

Hence, it possible that a competency framework based on their behaviours might cause

indirect discrimination This concern introduces the next issue any practitioner generating

competencies needs to be forewarned and forearmed against, namely the impact of race

and gender on sample composition
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3.3.3.2. COMPOSITION OF SAMPLE: GENDER AND EQUITY
CONSIDERATIONS

In competency analysis, the types of behaviour that one nets or harvests from

interviews is clearly a function of whom you have interviewed and the repertoire of

behaviours in their arsenal. Given that the face of senior management in South Africa

has historically been white and male, even if the sample interviewed is said to be a

sample of successful performers, inevitably the behaviours pooled are behaviours

It is only logical then, that ifmanaging diversity is not in their repertoire of

reflective of a very specific audience; one skewed in terms of race and gender.

behaviours this competency will not emerge from the interviews. Assuming from a
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study of prior analogous jobs, that managing diversity is deemed crucial if the

organisation is to survive, how is the absence of this competency from the pool of

behaviours, to be interpreted? Would it be speculated that it could be a function of

the race and gender of the sample?

Whilst this constitutes one plausible hypothesis, an equally plausible rival

hypothesis can be found in factors other than race and gender: the criterion/criteria

espoused as organisationally acceptable behaviour/values may not always be aligned

with the pace of organisational change and legislatively driven change initiatives.

Often, this is because behaviour takes longer to change than structures and policy

frameworks do. For instance, even though employment equity is a legislativelydriven

process and the values of tolerance, respecting diversity etc. are nationally espoused

ones, many organisations may still have authoritarian cultures that may not overtly

reward the display of behaviours in synchrony with these values. In such a context,
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not many superior performers may have these competencies as burning strong in their

current repertoire; and even if they have, they may not feel secure to display them in

an organisational context that might be perceived as unreceptive.

This hypothetical scenario is simply meant to stimulate thinking around the

impact and implications of sample composition: When a selected sample is not

representative of superior performers from various racial and gender groups, does it

impact on the ensuing competencies that emerge? A question like this almost always

evokes an explosive knee-jerk response "but this is about superior performance, not

about equity or equal opportunity! Yet, it is the very vehemence of such stock

responses that compels one to explore the issue more closely.

Woodruffe (2000) is one of those who have been bold enough to enter the

arena of this debate. He states upfront that there is a concern that competencies

represent a white male definition of success and points out that this could easily occur

if white male managers were exclusively interviewed or observed in the process of

defining competencies. He also highlights the claim that males and females have

different routes to successful performance and even though they may use different

competencies, both may be equally successful. There is thus the concern that "If men

defme the competencies, the result will be a list of qualities that reinforce the

masculine corporate culture"(Woodruffe, 2000, p. 112). Moloney (2000) concurs

with Woodruffe's fmdings but her interpretation of the ensuing problems with this is

different: She draws attention to a specific step in the behaviour event interview that

asks interviewee's to describe strategies they have undertaken that were particularly

successful, and comments that this may be potentially problematic to women's natural
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style of dealing with their success:

Even if organisations include women in the cohort of effective managers
interviewed, research suggests that those women will be more self-critical
than men, disclose more negative evidence and find it harder to think of their
successful strategies (Moloney, 2000, p.5).

In making sense of these findings, Woodruffe argues that the issue is mr more

complex thari what it seems at face value. Firstly, he points out that many competency

lists lay heavy emphasis on the very qualities said to be feminine, like the more

transformational interactive ones, the qualities of emotional intelligence. As a solution

though, he recommends that organisations scrutinise the competency lists that emerge

from the analysisprocess to make sure that it is not simplythe prejudice of the current elite

in the organisation.

For practitioners setting out to generate competencies, this, along with the next

issue to be raised, again is an issue that they not only need to be forewarned of but they

need to be forearmed against.

3.3.3.3 CRITERIA FOR SAMPLE SELECTION

Moloney (2000) also raises the conceptual and technical difficulties, on

sampling techniques, arising from the use of the behaviour event interview. She

questions the degree of confidence one can have that effective performers have

actually been chosen against sound criteria. This concern has particular salience in

South African organisations that often lack objective performance appraisal systems.

She lists a range of concerns like whether a sample choice is influenced by the

individual's concrete attainments as well as the opinions of their colleagues. She also
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The issue raised have particular relevance for practitioners in South African

ponders whether the actual people asked to nominate an effective performer are

representative of those who know the person, etc. The basis for her concerns stem

from her belief in people's proneness to circularity, i.e., the tendency for people to

nominate as successful those who meet their personal criteria and then they confirm

that their criteria are in fact valid because the nominees meet those very criteria.

organisations which, as noted before, often do not have performance appraisal

systems. In such contexts it is quite plausible that terms like 'effective' and 'superior

performers' would be regarded as exceptionaUy charged and loaded terms, especiaUy

as performance management cannot claim to be consistently based on valid and

defendable criteria. In this regard, it would require practitioners to apply creative

approaches in dealing with performance issues in an equitable and acceptable manner.

3.3.3.4. RESPONDING TO CLAIMS THAT COMPETENCY
DEVELOPMENT IS TANTAMOUNT TO CLONING

Woodruffe (2000) also alludes to the fact that some critics outrightly sideline
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the competency approach, ridiculing it as an approach that tries to build an identi-kit

manager or to clone people. He tells of the view that long lists of competencies can

only suppress individuality and that the greatest managers reject this approach in

favour of simply concentrating on people's talent.

Still others claimthat competencies ignore values, likeBrittain and Ryder, cited in

Woodruffe (2000) who remark that assessment centres produce people who perform

against the competencies but who are not seen as right for the role. They suggest that
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assessment centres need to examine whether the candidate can deliver the goods ina way

that is consistent with the organisation's values whilst aligning to the competencies. For

Woodruffe (2000) this argument is not convincing, as he argues behaviours represented in

competencies are not value-free and as such would include what constitutes successful

performance in the organisation

For practitioners setting out to generate competencies, these again are issues that

they not only need to be forewarned of, but also need to be forearmed against, as it can

threaten to discredit the impact of the framework to be implemented.

3.3.3.5. EVALUATING THE OPTIONS BETWEEN GENERIC
AND ORGANISATIONALLY SPECIFIC COMPETENCIES

Spencer and Spencer's text is essentially a competency dictionary that

represents competencies in generic form, or as they describe it " ... in scales designed

to cover behaviour in a wide range of jobs, and to be adapted for many applications"

(Spencer & Spencer, 1993, p.23). In this regard, their dictionary is one of many such

resources available to organisations and its availability prompts individual

practitioners to ponder whether to draw on such generic models or to develop
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organisation specific ones. But what are the pros and cons facing the organisation in

this scenario')

Spencer and Spencer themselves caution potential users that generic dictionary

scales are applicable to all jobs and ultimately to none precisely; a view endorsed by

Woodruffe (Woodruffe, 2000 and Woodruffe, in Boam & Sparrow, 1992). Spencer

and Spencer explain that many competencies may be irrelevant to any given job under

study and in fact, several scale levels may be irrelevant. They further emphasise that
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for effective recruitment and selection, training and development as well as

performance appraisal a comprehensive study requires an organisation to define the

threshold and differential levels of each critical competency; if this is not done, one

effectively risks using characteristics that do not predict job performance. They

conclude that whilst generic scales speed up and add precision to competency studies,

they are not a substitute for individual research.

Woodruffe (2000), whilst acknowledging that there may be great overlap

between generic competencies prepared for management levels, for example,

nonetheless points out that there are organisation-specific competencies which may be

missed out on. An even greater dilemma, for him, though is the tendency for

practitioners using generic lists to readily endorse the competencies on the lists, as is,

rather than considering the needs of their particular organisation. He feels strongly

that organisations should not simply adopt a list of competencies as inevitably there

are differences and similarities required for different organisations; differences that

arise from the different business conditions they face.

Thus, does this mean that it is a matter of generic versus organisationally

specific? Woodruff (2000), whilst adamant that generic competencies are usually

second best, stresses that they do have a place in that they are absolutely essential for

the main job levels within an organisation. This sentiment can be corroborated by

drawing on the organisational practice within the City of Cape Town; in the City it

was deemed critical that the leadership model not be seen to only include the chief

executive officer's position - instead, it was seen to cascade to the executive

directors and directors positions as they essentially fulfill the same leadership role as
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the city manager, but across a smaller range (at the organisations cluster and

directorate levels). Additionally, the executive directors and directors' career paths

stretch up to the city manager and hence this cascade becomes an absolutely essential

career-pathing tool.

Moloney (2000) not only makes a case for the further use of generic competency

models for occupational groups where competencies are available in generic format, but

specifically questions the validity of organisations indiscriminately using behavioural event

interviews to create competency frameworks. She bases her concern on the grounds that

the methodology is unnecessary, expensive and potentially discriminatory. She

hastens to explain though that this does not mean that research on competencies

should stop. She acknowledges that many questions still require answers like,

whether the competencies that made people in traditional organisations different will

apply to new ways of work such as virtual organisations, and which particular

competencies are useful in which organisations and under which circumstances, etc.

Such questions, she maintains, should be answered using primary research methods.

It is the indiscriminate use of primary research methods into what makes

effective managers that she fmds problematic. She maintains that users of the

methodology have failed their clients in that they have not questioned the accepted

methodology. Her critique, though, is levelled at a very subtle level. She does not

call into disrepute the validity of the technique, as McClelland and his team used it in

the early days; in fact, she lauds the work which was driven by the need to ascertain

what people did to make them effective. What she critiques is its use now that a

considerable bank of data has been compiled and is being added to still, decades later.
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She further critiques the commercial application of the behaviour event

interview methodology as it gives support to the assumption that primary research is

always required in order to identify certain competencies for certain organisations.

She believes there are better ways of defming competencies. In fact, she advocates

that behaviour event interviews are not appropriate for use indetermining competency

frameworks on the grounds that the initial research to identify the competencies that

lead to success has already been done, and from such research she infers that in

general the same competencies are responsible.

What is quite ironical though is that the critique Moloney has levelled at the

methodology generally used to generate competency, is equally applicable to generic

models. Generic models are also developed using those very methodologies, those very

sampling techniques shewarns against and, as is the ethos of competency based, looks to

past behaviour. What is fascinating is that many users in the field, likeMoloney, assign a

certain mystique to a product if it is a generic model, or a computer generated one; yet

there is not a basis for supporting such logic. Whilst Moloney advocates the use of

generic models where they are available for certain occupational groups, she

simultaneously makes it abundantly clear that she is not advocating the blind plugging

in of competency frameworks into different organisations. "Competency frameworks

cannot be imported wholesale from elsewhere" (Moloney, 2000, p.45). She warns

that when they are imported as a package, there is insufficient feeling of ownership to

promote, maintain or most importantly, to use them. She emphatically states that

organisations are all different excluding thereby the usage of the same competency

frameworks by all. She recommends thus the tailoring of competency frameworks for
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a specific organisation by factoring in such factors like culture and values of an

organisation, then selecting the right competencies and articulating them in the

correct/appropriate language that is relevant to their needs. So she recommends that

organisations work from a well documented menu of competencies, choosing the

relevant competencies what will help them deliver on their business intent but, then,

using groups of people in the organisation to design these frameworks and languaging

them in ways relevant to the organisation.

Still on the theme of generic models a different kind of resource, computer

based expert systems, need to be considered. Spencer and Spencer (1993) point out

that computer based expert systems pose questions to researchers, managers or other

experts. These questions are keyed to an extensive knowledge base of competencies

identified by previous studies. Spencer and Spencer warn, though, that whilst such

systems provide easy access to data and tend to be very efficient, they are often

vulnerable to the principle of 'garbage in - garbage out'. They comment that the data

produced depends on the accuracy of response to questions and whilst this concern

might be equally applicable to panels, surveys, etc., the computerised expert system

tends to be more vulnerable. Additionally, they explain that these systems may

overlook competencies not in the database, as they can only select from the

competencies that are on the menu; they cannot find new competencies or

organisation-specific nuances of known competencies.

Again, for practitioners setting out to generate competencies, these issuesbecome

critical factors impacting on the process of profile development.
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3.3.3.6. LEVEL OF DETAIL TO BE OPTED FOR

Dick Barton (2001) raises the dilemma implementers of competencies are

often faced with: if you defrne them with any precision, they become too complex to

be useful but ifyou simplify them they become no better than subjective, generalised

headings.

Given the sheer volume generated by competency frameworks which he insists

does not entice people to read or understand and use the work, he recommends that

competencies be made more palatable through using information technology to allow

the reader to selectively identify only the information that is relevant to them.

Barton's observation, far from being inconsequential, may have far reaching

implications for organisations as court cases in the past have shown (Section3.-I.2.

examines this issue infurther detail.)

3.3.4. ISSUES OF IMPORT TO THE PROCESS OF GENERATING THE
COMPETENCE COMPONENT

Having explored the conceptual issues coupled to competency development in some

detail, it is only natural to wonder whether there are any such issues one needs to be cognisant

of when developing the competence component of the profile. Unfortunately, though, besides

the obvious dearth of research on job analysis generally, the literature available on the

competence component, particularly, is dated in that it deals with job descriptions and a task-

based methodology still.

The methodology employed in writing job descriptions tends to be out of phase with a

work context that has greatly changed. Industry, and the pressures at play at work, has
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clearly moved past the documented body of knowledge in this regard. In fact, even the

broader legislative context has changed significantly so that it warrants a re-look at the

method in which the work component is captured. The introduction of the Skills

Development Act and the National Qualifications Framework (NQF), with its outcomes-

based approach, very much shifted the paradigm with regard to thinking in terms of tasks.

These and other vexing conceptual issues impacting on the competence component are not

evidenced in the literature available currently. These issues will, however, be highlighted from

the perspective of industry, in the case study in chapter 5.

In sum, the third theme endeavoured to explore the vehicle for the generation of the

competency profile, namely job-analysis. Further, it examined the implications of the dual

nature of competency profiles on the types of methodologies, and the issues coupled to this,

needed to ensure the validity of the respective components' development.

3.4. THEME FOUR: A REVIEW OF INTERNATIONAL EMPIRICAL STUDIES
RELATING TO THE STANDARDS BY WHICH AMERICAN
COURTS HA VE INTERROGATED JOB ANALYSIS

In reviewing the factors that impact on competency profile development, the potential

sources impinging on the validity of profile development, have been highlighted. Most of

these sources have been derived from various writers' theories, however, and not essentially

from studies on job analysis. This begs the question, are there studies on job analysis that

elucidate aspects that were found to impact on its validity and if yes, what learnings can be

gauged from these. This section consolidates the findings of how job analysis has been

interrogated in American courts to adjudge them as either valid or not.
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3.4.1. PREVALENCE OF RESEARCH ON JOB ANALYSIS

In their audit of the historical trends in selection and assessment Smith and Robertson

(1995) detect three areas of research which were "orphaned" through the scant study

endeavours directed at them. These three areas comprise the production of personnel

specifications; attraction of candidates and choice of candidates. Given the focus of the

current enquiry, only data trends pertaining the first area will be reviewed. It is interesting to

note, though, that job descriptions are not even mentioned as an orphaned area; the silence of

research around this aspect, hence, continues even further.

Given that data trends on the production of personnel specifications will be reviewed,

the links between job descriptions, job specifications, competency profiles and job analysis

need to be forged. Competency profiles can, in many ways, be regarded as the evolved form

of the job description and specification rolled into in one. Carrell, Grobler, Elbert, Marx,

Hatfield and Van der Schyf(1998) explain that although there is no universal format for job

descriptions, most essentially include a job identification, job summary, job duties and

responsibilities; in other words, its focus is on the job aspect. They observe that whilst some

may often contain ajob specification, common practice is that this information isdocumented

separately. The job specification they define as containing the minimum qualifications,

expressed in terms of skills, knowledge and ability the job applicant must possess to be

considered for the job. Finally, as has previously been stated, the competency profile is the

end product of a job analysis process.
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Smith and Robertson (1995) observe that when one compares the available research

But just how significant is this gap in knowledge? They argue that given that most

base on the production of personnel specifications, it is no where near what is available on

issues like bias in selection, utility, etc. Ironically, they point out, there is such a dearth of

material that they could not justify a chapter in its own right in the book that they edited on

advances in selection and assessment.

selection is based on attribute requirements or dimensions, there is an obvious link that has to

be ardently investigated; that very link that elucidates the inferential leap from the relative

objective facts of a job analysis to the eventual attributes, as captured in the personnel

specification. Interestingly enough, they conclude that there is very little systematic evidence

on how the leap is made or the reliability and validity of the fmal product. Against this

backdrop, it is important to reflect on the role that job analysis plays in assessment.

3.4.2. JOB ANALYSIS AND ITS ROLE IN THE DEVELOPMENT AND
EVALUATION OF PREDICTION MODELS

Algera and Greuter, in Smith and Robertson (1995), point out that a job analysis

yields characteristics (behaviour and ability requirements) that are typical of effective job

performance. Additionally, these characteristics must be appropriate as predictors of future

work performance and within a selection context, job analysis should contribute to the

development and evaluation of prediction models in order to predict job performance.

They describe the steps involved in building prediction models as comprising five steps

over and above the obvious ones ofproblem formulating and specifying model requirements.

These five steps entail defining content, structure, form, parameters of the model and
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evaluation of the model in terms of the a priori formulated design criteria. As the first two

steps affect the process of job analysis, this content will be delved into.

Algera and Greuter, in Smith and Robertson (1995), explain the first step of specifying

the content as that phase that deals with the central question of what should be predicted and

how. They point out that the variables normally included in selection-oriented performance

models are criterion variables and predictor variables. Criterion variables are defined as those

aspects that refer to job performance aspects and predictor variables referring to individual

characteristics like abilities, skills, interests, and temperaments. In the context of this thesis,

the criterion variables would correspond to those elements of the competence component,

whilst the predictor variables would correspond with the competency component.

Additionally, they maintain, these characteristics should be sufficiently stable to allow for

predictions over some time interval.

With reference to the 'structure' phase, they explain that once the elements for the

model have been chosen, their relationships must be made explicit. The key questions they

pose in this regard are: " ... how are criterion variables interrelated and how do the prediction

variables interrelate') How are both sets related to each other? (Algera & Greuter, in Smith &

Robertson, 1995, p.9). Again, within the context of this thesis, these key questions, can be

paraphrased as how are the competence variables interrelated, how do the competency

variables interrelate and how are both sets related to each other?

Further, Algera and Greuter, in Smith and Robertson (1995), maintain that there are

two different systems of representing reality and these principles have impacted on building

prediction models. The way of representing reality, labelled as 'signs', entails representation

by means of an abstract symbolic system in which symbols refer to theoretical concepts and
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the ensuing predictions are based on performance theory. They emphasise that in building

models according to this principle, work performance is modelled in an abstract manner and

the model is based on empirical or theoretical hypotheses with regard to the relatively stable

person characteristics. They conclude that given that work performance and individual traits

are interconnected by hypotheses, individual characteristics then measured by the tests are

regarded as 'signs' or 'indicators' of future work performance.

In contrast, there is a system of representing reality through 'samples'; this entails a

representation of reality by means of a concrete symbolic system in which symbols refer to

empirical concepts and the ensuing predictions are based on point-to-point correspondence

between predictor and criterion. The authors delineate this approach as follows: "In

constructing predictors according to the sampling approach stable traits are not included

explicitly in the prediction model, but this method is based on the behavioural consistency

between test performance and job performance" (Algera & Greuter, in Smith & Robertson,

1995, p. 10).

Competency based assessment can be regarded as a sample type predictor, and hence

detailed, relevant information pertinent to the 'sample system' of representation, only, willbe

reviewed and critiqued.

Algera and Greuter, in Smith and Robertson (1995), provide a synopsis of what the

process of constructing predictors would entail by explaining that the process is kick-started

by compiling a comprehensive inventory of task and performance requirements. From this

'task universum' a sample of tasks is distilled and reformulated as exercises or tests for use in

the ensuing assessment procedures. These exercises are then put to use in varied contexts

and, drawing on the work of Latham et al. and Latham and Saari, they explain that it can be
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" ... performed in VIVO as work samples and situational tests; one can inspect past

performances on the appearance of critical behaviours ... or one might elicit descriptions of

possible courses of action when one is confronted with certain types of situations ... as is done

in the situational interview" (Algera & Greuter, in Smith & Robertson, 1995, pp.l 0-11).

In conclusion, they sum up that these performances can be interpreted as predictors of future

behaviour on the precondition that behavioural consistency prevails in similar circumstances.

Also, due to the content similarity of predictor and criterion, these predictors are referred to

as content-based selection devices.

Further, Algera and Greuter reiterate that job analysis primarily features during the

first stage of model building when the content elements, like the criteria and predictors, have

to be specified. Whilst they recognise that job analysis may not form the sole basis for this

process, they acknowledge that it is the predominant method.

These different ways of understanding predictors/predictions pose direct requisites on

the job analysis process. They substantiate this point by showing that ifpredictions are based

on signs, the criteria chosen must be more abstract and general conceptual criteria. In

contrast, when applying the sampling approach (work sample, situational test, situational

interview, etc.) very detailed job information is needed. In fact, they point to evidence from

the research of Hogan and Quigley that job information pertaining to the development of

content-oriented selection is, more scrutinised by the courts in terms of completeness and

relevance. This accentuates yet another aspect that may impact on the validity of the

competency profile. They also cite an additional factor necessitating this level of detail,

namely that the job content must be copied on a very concrete and realistic level, thereby

enhancing the face validity of the instrument.
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Essentially, they conclude that a job-oriented analysis seems to be necessary in order

to acquire a complete understanding of the job. From this can be deduced that the

competence component, undisputedly, is a crucial component of the job analysis process.

Factoring this observation in, they recommend that different information gathering techniques

and various job expects should be consulted.

Having begun the process of exploring the requisites onjob analysis, the focus is more

intensively placed on the validation strategy and the standards by which job analysis have been

interrogated.

3.4.3. DEBATING THE PARAMETERS OF AN ADEQUATE
VALIDATION STRATEGY Cl )

Algera and Greuter, in Smith and Robertson (1995), point out that the job relatedness

of content-based selection devices can be established by adhering to job analysis alone; in

other words, they say it is not necessary to demonstrate predictive or concurrent validity.

Whilst they acknowledge that there was some dispute about the acceptability of content

validation at the outset, they are quick to refer to the case of Kirkland vs New York

Department of Correctional Service (1974) which saw content validation recognised as an

adequate validation strategy. They also point to the research of Arvey which illustrates later

court cases showing an advantageous record in favour of content validation. Additionally,

they draw on Kleiman and Faley's findings that judges often demanded stronger evidence for

substantiating the predictive validity of the predictor if it was not developed on an extensive

job analysis, i.e., on rational grounds.
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Thompson and Thompson (1982), in much the same vein as Algera and Greuter,

interpret the increased focus on job analysis as having been stimulated by interest in

alternatives to criterion-related validity; alternatives which place reliance onjob analysis as a

means of defining job content.

3.4.4. STANDARDS BY wmcn JOB ANALYSIS HAS BEEN
INTERROGATED IN AMERICAN COURTS

3.4.4.1. RATIONALE FOR REVIEWING PAST COURT RULINGS

Kleiman and Faley (1985), who reviewed 12 Title VII court cases litigated

since 1978, argue that a review of this nature, which elucidates the court rulings

arising from court deliberations on the criterion-related validity of tests with adverse

impact, holds profound implications at least on three distinct levels:

... it would aid practitioners (i.e., validation specialists) faced with the realities of legal
challenge by providing them with information about what different courts have
considered essential for a favourable ruling. Secondly, it would assist those
responsible for revising and clarifying existing guidelines by pointing out issues which
have been misinterpreted or misunderstood by judges, as well as issues on which
experts disagree. Finally, it would help academics and practitioners better enlighten
the courts as to how such cases should be decided in light of empirical research
knowledge on which there is consensus (Kleiman and Faley. 1985. p. 80-1).

Thompson and Thompson (1982) also reviewed and analysed selected federal

court cases to ascertain the criteria used by the American courts in their assessment of

job analysis in the development and validation of selection tests. They structure their

evidence under the rubrics" of job analysis procedures rejected by the courts" versus

job analysis procedures accepted by the courts. It is their, as well as like-minded

other researchers', diligent analysis of the cases of job analysis endeavours either

rejected as inadequate or deemed acceptable that have resulted in the compilation of
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job analysis standards accepted by courts. These standards by Thompson and

Given that the rulings hold real significance to the types of questions raised by

Thompson and others represent a distillation of the components and characteristics of

a job analysis necessary to withstand legal scrutiny. It is within this context that

Thompson and Thompson urge professionals to be aware of these standards in test

validation efforts which may be litigated.

the current study, extensive coverage of these will be provided.

3.4.4.2. CRITERIA USED BY AMERICAN COURTS

3.4.4.2.1. CONSISTENCY OF STANDARDS APPLIED BY
COURTS

Kleiman and Faley (1985) infer from their analysis that the standards

imposed byjudges on validation studies varied from case to case. They remark

that whilst most written decisions were informed by the legal and professional

guidelines, specific requirements contained in them were not applied in a

consistent and standard way; a view that Thompson and Thompson (1982)
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endorsed.

But how best can one deconstruct this inconsistency? .Kleiman and

Faley attribute a portion of this inconsistency to the varying strategies

employed in the adjudication of the cases. They identify two adjudication

strategies namely, 'judge as expert' and 'psychologist as expert'. In the case

of the 'judge as expert', the judge focuses his/her attention on the content of

the assessment and how it was selected/constructed, freeing him/her from
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Hogan and Quigley, referenced in Algera and Greuter (1995), single

having to 'umpire a battle of experts'. In the latter strategy, judges base their

decisions on the testimony of expert witnesses.

Additionally, they also divide judges' approaches into two distinct

styles: One, portraying judges as seemingly unconcerned about how a

selection instrument was developed, their judgements of job-relatedness being

based solely on evidence pertaining to the validation studies. As Kleiman and

Faley (1985, p.806) succinctly describe the strategy: "These judges

apparently believed the "proof is in the pudding" and focused their

deliberations on "outcome" rather than "process" information." The other

style, typified by the judges examining test development procedures because

they felt information related to a test's development/selection should be

dissected as an essential part of the overall validation process; in these cases, it

can be deduced that test development procedures or 'process information' had

a direct bearing on the decisions.

Having a sense of some of the reasons why standards varied still does

not elucidate the actual probes that job analysis was put to in court; this is the

focus of the next section.

3.4.4.2.2. STANDARDS EMERGING FROM AMERICAN
COURT CASES

out at least three questions regarding job analysis which surfaced in court

cases:
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The first is whether a job analysis has been completed at all. The second
concerns the material adequacy of the job analysis. The third asks whether the
method selected is appropriate for the validation strategy subsequently used
(Algera and Greuter, in Smith and Robertson, 1995, p.16).
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With regard to the first probe ('Whether a job analysis has been

completed at all ') they quite predictably conclude that not having conducted

the job-analysis is an obvious disadvantage - an observation that gains much

salience in view of Thompson and Thompson's (1982) confirmation that a

trend towards insistence on some form of job analysis is evident, even in

earlier court cases. In fact, Thompson and Thompson refer to a landmark

case of Grigg vs Duke Power Co. which they maintain established the

principle of job relatedness and, by implication, the legal need for job analysis

in the validation of selection procedures.

Additionally, Thompson and Thompson's (1982, p.867) reference to

the case of Kirkland v. Department of Correctional Services further

accentuates this point. In this case the judge set the context firmly with his

statement that:

The cornerstone in the construction of a content valid examination is the job
analysis. Without such an analysis to single out the critical knowledge, skills
and abilities required by the job, their importance relative to each other, and
the level of proficiency demanded as to each attribute, a test constructor is
aiming in the dark and can only hope to achieve job relatedness by blind luck.

Lastly, this trend is evident in a further case cited by Thompson and

Thompson (1982). In this case of Vulcan Society v. Civil Service

Commission (1973) the court ruled that in order for a test to be content valid

the aptitudes and skills required for successful examination performance must
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be those aptitudes and skills required for successful job performance. In this

regard the court acknowledged that job analysis was the starting point in

construction of a content valid test and even defmed job analysis as:

... a thorough survey of the relative importance of the various skills involved in
the job in question and the degree of competency required in regard to each
skill. It is conducted by interviewing workers, supervisors, and
administrators: consulting training manuals: and closely observing the actual
performance of the job (Thompson & Thompson, 1982, p.867).

In respect to the second probe (The material adequacy of the job

analysis), Hogan and Quigley, in Algera and Greuter, comment on the

differential attention the courts have assigned the issue - ranging from an often

times general and superficial review to a close scrutiny and inspection of

technical matters. Thompson and Thompson's (1982) fmdings lend ample

support to this view.

They offer the following cases in point: The court in Albermale vs

Moody in 1975 accentuated the need for an adequate job analysis holding that

Albermarle's validation effort was deficient because there had been "no

analysis of attributes ot: or the particular skills needed in., the studied job

groups" (Thompson & Thompson., 1982, p.866). What is thought-provoking

is Thompson and Thompson's observations that despite the court having

disallowed the use oftests due to deficient or a lack of job analysis, as in cases

like Albemarle, Rogers v. International Paper (1975), Wade v. Missisippi

Cooperative Extension Service (1976), they did not discuss how or by what

method the analysis should have been conducted.
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Similarly, Algera and Greuter, in Smith and Robertson (1995), in

reflecting on research trends which affirm an increasingly more pervasive and

detailed interrogation of job analysis methods and predictor development by

the court, also express their dismay that there is not much literature

illuminating systematic procedures for identifying job content and

transforming job content into content-based selection devices.

Further, Thompson and Thompson, in analysing four cases involving

selection tests alleged to be content valid, found that the job analysis

procedures were rejected by court; in each of these cases, they established it

was due to the court not allowing unsubstantiated claims or meagre

endeavours to pass for job analysis. By way of illustration, they point to the

case of Chance v. Board of Examiners (1971) where the court rejected a

cursory job analysis that consisted of gathering statements of duties and

consulting with job experts on the basis that " ... .In constructing an

examination that will have' content' validity the preferred course is to have an

empirical analysis made of the position for which it is given, usually by experts

or professionals in the field. Such an analysis requires a study to be made of

the job, of the performance by those already occupying it, and of the elements,

aspects and characteristics that make for successful performance" (Thompson

& Thompson, 1982, p. 866).

As a case in point, Thompson and Thompson, ironically cite U.S. v

State of New York (1979) that showed that even sophisticated job analysis

exercises are not immune to rejection by the courts. In this scenario over
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quarter million dollars was spent on the development and administration of the

And,

, 1975 trooper examination'. The excerpts below unequivocally allude to both

the critical role of the competence component and the linkage between

assessment material and the content of the job:

A job-element/j-coeficient validation effort had been undertaken where
"element =a worker characteristic which influences success in a job including
combinations of abilities, skills, knowiedges or personal characteristics."
According to the court: .. the job element method of job analysis followed by
the NYSP in development of the 1975 trooper examination does not focus on
what troopers actually do on the job, but only on the underlying traits or
characteristics that troopers believe characterise successful performance ...

A task-oriented analysis was not done during the development of the 1975
trooper examination. There is no documented linkage between the content
domain of the examination and the actual tasks, duties and activities of the
position of Ne". York State Trooper. To the extent that this was not done, the
development of the 1975 trooper examination based on a content validity
strategy was not in accordance with professional standards or in compliance
with federal guidelines on employee selection.
(Thompson & Thompson, 1982, p.869)

Kleiman and Faley (1985), too, add their voices to this probe concerning

'the material adequacy of the job analysis '. They make the point that all

those judges examining test development procedures looked to see whether

the development or choice of the test was based on what they believed to be

an adequate job analysis.

The following highlights from their analyses of the Bridgeport, Rivera

and Walls cases confirm that where job analysis was performed, its adequacy

was carefully scrutinised:
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o In Bridgeport, the judged ruled against the defendants because of

the' casual nature' of their job analysis. According to Kleiman and

Faley, the defendant's job analysis was ruled deficient because the

'list of job qualities' was considered too broadly defined and

because the analysis failed to weight these job qualities according

to their importance;

o In Walls, the broadness of the tasks and KSA definitions

('knowledge of general sociological aspects') was criticised as well

as the fact that that the worker attributes measured by many of the

subtests were linked to task behaviours deemed unimportant;

o Only in Rivera was the judge satisfied that the worker attributes

measured by the examination were critical requirements for

successful performance. According to Kleiman and Faley,

however, the written decision does not supply any detail to allow

the reader to witness what made the job analysis procedure or test

development procedure satisfactory.

Finally, Algera and Greuter deal with question of the adequacyofthejob

analysis methods with respect to validation strategy, i.e., the third probe.

They highlight Hogan and Quigley's finding in the case of the United States vs

New York where the job analysis identified knowledge, skills, abilities and
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other worker characteristics necessary for successful performance as a

trooper, but this kind of analysis was judged to be inappropriate for

conducting a content validity study as was originally planned. Similarly, they

show that in the case of Berkrnan vs City of New York the court recognised

that a criterion-referenced validation study was the correct strategy to use

given an ability-oriented job analysis.

Kleiman and Faley (1985) highlight a finding that, even though it does

not neatly fall into any of the three categories of Algera and Greuter, has

particular relevance to this thesis. With regard to sample representativeness,

they point out that judges have both differed in terms of whose responsibility

it is to show that the validation sample is representative as well as to the

importance of the consideration per sé. As eases in point, they cite that of

Dickerson in which the judge, being concerned of the representativeness of

the validity sample, placed the burden of proof on the defendant. In contrast,

in the ease of Pegues, the plaintiff had to show that the sample was racially

balanced. Of extreme interest, is their finding that the judge, citing expert

testimony that research showed that racial characteristics do not moderate or

change validity, stated that the issue of representativeness was of little

importance.
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3.4.4.2.3. DISTILLATION AND CONSOLIDATION OF
LEARNINGS FROM KEY CASES AND
JUDGEMENTS:

Thompson and Thompson (1982, p.867) contend that in the case of

Kirkland vs the Department of Correctional Services, the defendant's job

analysis was interrogated against the following three criteria:

(1) The knowledge, skills and abilities tested for must be critical and not
peripherally related to successful job performance.

(2) ... portions of the exam should be accurately weighted to reflect the
relative importance to the job of the attributes for which they test.

(3) The level of difficulty of the exam material should match the level of
duficul~·ofthejob.

The defendant's analysis was found wanting on many levels but the fact

that the analysis was not formally written up led the judge to assert that the

existence of such an analysis could not be emphatically proven. Thompson

and Thompson (1982, p.868) report that what the court took exception to

was:

( I) Job audits of a different job (that of Correction Officer not Correction
Sergeant) prepared for a different purpose: (2) outdated materials:(3) a one
paragraph class specification that contained only cursory information: (4) so-
called knowledge, skills and abilities statements which were actually
descriptions of the five examination subsets rather than the knowlcdgcs, skills
and abilities demanded by the job: and (5) the rule book for the job.
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Thompson and Thompson (1982, p. 868) draw attention to yet

another case, Jones v. Human Resources Administration (1975), inwhich the

court delineated four aspects of the job analysis executed by the defendants

which rendered it unacceptable:
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( I) the job analysis interviews did not coyer the full spectrum of tasks
performed by those in the position; (2) portions of the job analysis process
were not included in written form by the job analyst and the analyst was not
the test constructor; (3) thejob analysis did not give any idea about what the
position involved or what was required to perform it, the level of proficiency
required for each skill was not identified and relative weights were not
included:( 4) only four incumbents were included in the interview process.

They also cite the case ofU. S. v. City of Chicago (1978) in which case

the Court of Appeals overturned a District Court ruling that accepted a

particular promotional exam as content valid on the basis that it assessed "all

or nearly all of the important parts of the job." The Court of Appeals

maintained:

It is not enough ... that the various functions of a captain are tested - there
must be a correlation between the importance of ajob function as determined
by the job analysis and the weight given to this function of the examination
(Thompson & Thompson, 1982, pp.868-869)

From the above mentioned, as well as other cases, Thompson and

.Thompson distilled the learning embedded and packaged it as a set of

standards which portray the components and characteristics of the type of job

analysis able to withstand legal scrutiny. They include the following cardinal

standards:

o A job analysis must be performed and performed on the exact

job for which the selection device is to be used;

o The analysis be documented in some way, like in a job

description, for instance, and that the job analyst be able to

describe the procedure;
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o The data be collected for the job analysis from several current

sources. They list interviews with incumbents, supervisors and

administrators; training manuals and other pertinent publications;

observed on-the-job performance; and questionnaires and

checklists;

o The data be collected by an expert job analyst, but they warn that

the expertise of the analyst is not sufficient to prove a "good"

job analysis has been performed. Still on this theme they

emphasise that data collected from individuals should be from a

large enough sample to be relevant to every position the test is

intended to cover;

]05

o As pertains the protocol of dealing with tasks, they explain that

tasks, duties and activities must be identified and included in the

process of job analysis. Further, they note that the relative

degree of competency necessary for entry level must be

specified:

o Finally, they conclude that courts view the identification of tasks

as an absolute prerequisite to an acceptable job analysis. They

argue that the courts may continue to view this type of

information as essential to a thorough job analysis even if other
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descriptors were to be used for other functions such as criteria

identification, job family development, component analysis or

inferences regarding constructs.

These packaged learnings corroborate the view expressed in 3.4.4.

that besides there being a dearth of literature on job analysis generally, the
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literature that there is on the competence component is dated and tends to

deal still with job descriptions and task-based methodologies. Industry and

the pressures brought to bear on it have changed so radically, that the need for

current studies, grappling with contemporary issues of relevance to industry,

cannot be stressed sufficiently.

3.4.4.2.4. CONCLUSIONS ARRIVED AT ON THE ROLE
OF JOB ANALYSIS

Despite the review of cases showing that in half of the cases the judges

were unconcerned with the process information supporting the test

development procedures, Kleiman and Faley (1985) strongly recommend that

employers choose or develop tests on the basis ofa thoroughjob analysis, i.e.,

on a systematic or rational basis.

Their rationale is that a systematic approach to test selection would

substantially increase the probability that the test's use would resuIt in valid

predictions of job performance. More crucially, they point out that in a

situation where a 'valid test' is not supported by the validation evidence, it
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may be appropriate still for the defendant to enter evidence of content validity.

In instances like these they are positive that a rational approach to test

development would serve as partial evidence of a test's content validity.

Lastly, they explain that job analysis information is often required in court to

substantiate other parts of the overaU validation process, like criterion

development, job grouping, validity generalization, etc. In essence then, on

the basis of the many purposes to whichjob analysis information is put to use,

they argue that this information should be utilised in the development or

selection of the predictor.

3.4.5. FREQUENTL Y NEGLECTED QUESTIONS IN THE JOB
ANALYSIS ARENA

Algera and Greuter, in Smith and Robertson (1995), also draw attention to the types of

questions that have not been assigned much attention within the arena of job analysis. The first

question concerns the role of situational moderators on the relations between job content andjob

requirements. They explain that most jobs are strictlyjob oriented, focusing on job content at the

expense of systematically analysing aspects of the organisational context; at best only some

features of the physical environment are factored in. In essence, they remark on the absence of

literature or research focusing on potentially relevant situational variables to be selected for

prediction models. Drawing from various sources they list Schneider's contribution of

organisational climate variablesand from Peters and O'Connor, Peters et al. and O'Connor et aI.,

they add 'situational constraints' which they define as factors in the work setting that have a

negative impact on job holder behaviour. Is of great interest, thus, to scrutinise how this factor
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featured in the casestudy of the City of the City of Cape Town and the type ofleaming that can be

gleaned.

There is also a theme about the source of information. Studies on the type of rater

and/or data source include the study of Cornelius et al. who attempted to replicate Smith and

Hakel's finding on the convergent validity between expert and naïve raters. They found lower

values between these two types of raters and criticised the earlier conclusions on

methodological grounds. Although they cite numerous studies which confirm that agreement

between and within different types of raters tend to be rather satisfactory, the role of job

stereotypes in raters' responses is still left unanswered. They conclude that in an era

characterised by constantly changing jo bs, job stereotypes can be inaccurate and could lead to

invalid results if they played a major role in the responses of raters who provide job-related

information.

3.4.6. WHY IS JOB ANALYSIS SO SELDOM DONE AND CORRECTLY
DONE?

Heinz Schuler, in Smith and Robertson (1995, p.33), raises and grapples with the

enigmatic disjuncture between the theory concerning the almost indispensability of job

analysis and its track record in practice: " ... why is it actually so seldom performed, at

least seldom in a way which would satisfy scientific standards?". One of the first reasons

he ventures, is the incongruence between the reality in the place of work and scientists', in

personnel selection, assumptions that selection happens for jobs that are well known in

their nature and requirements and are expected to remain stable. Instead, he delineates

workplace reality as one in which:
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Concerning the relationship between tasks and abilities we have to assume that only
for very simple jobs may it be true that a defmed set of abilities is necessary and
sufficient for performance. More often it may be true that abilities can compensate
each other, and especially in combination with the individual redefinition of jobs the
individual performance may have a partly idiosyncratic character ... Taking all these
limitations together we actually cannot expect more than a relatively vague assignment
of work and person by means of job analysis (Heinz Schiller. in Smith &
Robertson. 1995. pJJ).

A large number. if not most, personnel decisions are decisions whether to hire a person or not
for an organisation where he or she is expected to perform a variety of tasks and roles, only a
part of which is known at the time of the decision and even a smaller part of which can be
unequivocally identified in reference to the relevant skills and abilities. Instead the person is
expected to develop within and together 'with the organisation towards a largely unknown
future (Heinz Schuler. in Smith & Robertson. 1995. p.33)

Schuler interprets these kinds of contextual factors as driving employers' preference to

hire people with regard to abilities which are likely to be useful for a wide variety of jobs and

organisational roles.

The second reason, which he termed the "missing-link problem," alludes to the

problematic nature of translating task characteristics into abilities or behaviour; this despite

the existence of many approaches for doing this. In essence, he concludes that there

seemingly is no logical-deductive way to do it. Whilst he agrees that the 'various basic

approaches to currently achieve this should be investigated in terms of their usefulness in

bridging this gap, he still concludes that:

3.4.7. CLOSE SCRUTINY OF THE CONCEPTS OF RELIABILITY
AND VALIDITY: PROBLEMS IN JOB ANALYSIS NEITHER
DISCUSSED NOR RESEARCHED

Schuler, inSmith and Robertson (1995), focuses on problems associated with job analysis

which are largely unsolved but often not discussed or researched. He states that most of the kind

of psychometric criteria conducted routinely in test construction are not calculated injob analysis
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and to date no progress has been shown concerning the comparability of results gained by different

methods. He argues that information about reliability and validity would, over and above the

criteria of feasibility, practicality and even face validity, greatly influence decisions about which

techniques to apply. Using the critical incident technique as an example, he claims that it " ... seem;

to provide no more than a framework or even only an idea which is varied in different ways by its

users leaving everybody satisfied although there is a lack of standardization and presumably of

psychometric sufficiency"(Schuler, in Smith & Robertson, 1995, p.35).

He further applies his mind to the definition and measurement of arguably the most central

psychometric concepts - reliability and validity - which he claims very little clarity exists about.

Focusing on reliability first, he conjectures that should it (reliability) be estimated by repeated

measures of the same job, components of unreliability would not only be gleaned from instability of

rating behaviour but also of instability of the job in question. Exploring what it would mean to

estimate reliability by testing internal consistency, he illustrates that the possibilities are limited

given that most instruments normally consist of heterogenous items that are intended to measure

distinct single aspects of tasks or jobs. He emphasises that internal consistency is a measure of

homogeneity of the job or job requirements. Continuing in this vein, he is adamant that should

reliability be estimated using parallel forms of job analysis instruments, equivalence of these

instruments has to be assured ; barring this, he is convinced that comparability of results from

different instruments is questionable in most cases (Schuler, in Smith & Robertson, 1995).

Still on the theme of reliability, he points out that raters can be thought of as being

different methods and then inter-rater reliability is regarded as a special case of equivalence.

Within this context he is quick to draw the reader's attention to the correlation between

supervisors' and subordinates' ratings of the latters' job and the ensuing dilemma as to who
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should be taken as the more relevant source of information. Findings of note in this regard

include Smith and Hakel's fmding, (cited in Schuler, in Smith & Robertson, 1995), that the

common expectation that subordinates' job descriptions were more reflective of social

desirability than supervisors' descriptions, is questionable. Schuler concludes that other

components of difference between subordinates' and job incumbents' views may contribute to

the validity of each of their individual perspectives.

Turning his focus to validity, Schuler, in Smith and Robertson (1995), posits that the

contention that job analysis represents veridical information about jobs, tasks and

requirements can be estimated using the trichotomy of strategies usual for validation of

person-related measures, namely criterion-referenced, content-referenced and construct-

referenced. However, he cautions that several restrictions and peculiarities have to factored

in- like the difficulty of separating measures of validity from those of reliability in some

instances. The case in point offered here is the comparison of assessments stemming fromjob

incumbents versus their supervisors.

In reviewing the options at hand for empirical validation, he lists two criteria, namely

'other methods' of job analysis and criteria of job success. With relevance to other methods

of job analysis, he strongly advocates that for any given job, the same elements should be

scaled as relevant because comparability between the results of different methods is very

restricted due to the divergent quality of the responses. In fact, he proposes that the essence

of validation would probably be better met by assigning higher weights to central elements of

the jobs.

With regard to the second criterion mentioned above, namely that of criteria of job

success, Schuler points out that validating a selection device against criteria of job success
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cannot only be interpreted as a validation of the test but also of the underlying job analysis

procedure. He explains that out of several competing procedures, the one delivering the more

successful line of prediction can be taken as the more valid.

Schuler, in Smith and Robertson (1995), explains that content validity is usually

operationalised by having expert judges rate the representativeness of items for the jobs in

question or the dimensions, respectively. He illustrates that this principle is in action through

such measures as Lawshe's proposed coefficient of content validity for each item, which

essentially relates the number of experts who named an item to the total number of experts.

He further draws on the work of Schuler et aI., cited in Smith and Robertson, to highlight the

particular methodological problem with content validity. They point out that as criterion-

related validity always is based on correlations and thus on variances, reliable differences

between elements (persons or jobs) are crucial for calculations of validity. In contrast though,

for content-related evidence discrimination cannot be the crucial aspect, given that the same

elements can very weUhave equal importance for different jobs, hence lacking variance as a

basis for computing any validity. For Schuler, this necessarily means that in such a case

estimations of validity cannot do without expert ratings of importance or extent of the task or

behaviour for the job.

There are yet other observations Schuler, in Smith and Robertson (1995) makes with

regard to job analysis: Firstly, he points out that the most common scoring key of an item's

job relevance is 'importance'; nonetheless, he notes that 'difficulty', 'frequency',

'applicability' and some other scoring keys are in use. He maintains that with the exception

probably of 'importance', not all of these scoring keys are likely to be adequate for rating all

job elements. However, he points out that rules of adequacy are not established nor is there
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enough information concerning interrelationship of keys among each other.

Schuler also maintains that one can conceive the appropriateness of tools for job

assessment, in as far as they are descriptions of the job demands, as a question of construct

validity. He explains that the sources of constructs may not only be formal or implicittheories

of tasks and jobs, but also theories of human performance and its basic situational conditions

of abilities, skills, motivation, and even of distributions and interactions among all these

possible determinants of job success. He observes that there seems to be no way from 'pure'

description of task or behaviour elements to human attributes without building this bridge in

the form of hypothesis from the other side. This he says ideally results in testable hypothesis

concerning three transformation relations, namely" (a) categorisation (dimensionalisation) of

job characteristics, (b) measurability of dimensions by a given instrument, (c) relationships

between job constructs (dimensions) and ability constructs" (Schuler, in Smith & Robertson

1995, p.37).

Schuler's research shows though that one may not fmd any single procedure to test

construct validity and even more seldom a result that unequivocally indicates any precise

amount of construct validity. Further, his research in the arena of job analysis confirms that,

in terms of construct validity, job analysis procedures have not been cornmon.

3.4.8. PREVALENCE OF COMPARATIVE RESEARCH EFFORTS

Having scanned literature trends, Levine, Ash, and Bennett (1980) remark that there is

little research that compares several different methods of job analysis on dimensions of costs

and outcomes. Instead of comparative research, what they often found could be classified as
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typical case studies and experience-based accounts. From these they infer that there isno one

best way to do job analysis. They emphatically state that whereas one method may be

superior to another for a specific application (e.g., performance appraisal systems), it may be

deemed less suitable for instance for position classification. Hence, they recommend that the

job analyst should be au fait with, and where appropriate draw on, a range of job analysis

methods.

In a study in which Levine et al. (1980) empirically compared four job analysis

methods (job elements, critical incidents, the Position Analysis Questionnaire (PAQ) and task

analysis) to assess their utility for personnel selection they found:

o Survey results revealed that despite the notion that a combination of job

analysis methods are superior to using a unitary one, only 6% of the

respondents utilised combinations of methods in their work;

o Generally, the PAQ is the least expensive method to apply and critical

incidents the most expensive;

o That given a calculation of the cumulative hours spent on the process from

conducting the job analysis to constructing the assessment tool, the most

time and money intensive component is the job analysis;

o Until the time when extensive empirical study is directed to the utility of

formal job analysis methods, formal job analysis must remain the cornerstone
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of effective, legally sound personnel selection procedures;

o Current job analysis techniques can be improved by treating more explicitly

the problem of setting minimum qualification requirements.

In conclusion, whilst themes one through three highlighted the potential sources that

may impact on the validity of competency profile development, this theme zoned in on the

actual rigours that job analysis has been put to in order to proclaim it as either valid or not. In

this sense, this theme attempted to give content to the many court fmdings made with

reference to the quality of job analysis.

3.5. THEME FIVE: COMPETENCY FRAMEWORKS: PANACEA OR CORE
OF AN ARSENAL OF HR STRATEGIES?

In the overview to this chapter, the concept of competency profiles was presented as a

complex web comprising a series of interconnected components integral to creating the

meaning of the term 'competency profile'. Having probed 4 of these interconnected

components, the focus now shifts to the macrocosm into which the total system of

competency profiles, and more over, competency frameworks will fit.

As has been reiterated many times before, competency profiles per sé are not

developed as ends in themselves; they are tools that are used to implement bigger innovations

and interventions. However, even though they are tools they are not neutral in the sense that

they are developed through using a methodology, from a range of possible ones, which, in

tum, is shaped by the assumptions and principles of the theory undergirding that
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methodology. Similarly, interventions like competency frameworks, too, are informed by an

underlying theory. The common denominator for competency frameworks and profiles, in

terms of theory, is the concept and theory of competency.

It is for the very reason that interventions or tools are not simply neutral instruments

that it is essential to intently scrutinise both the underlying theories and how they offer to

place in perspective the phenomena under observation.

Before scrutinising competency theory, in particular, it is of interest to clarify what is

meant by the word 'theory'. The Universal Dictionary (1987) defmes the word theory as "...

a system of assumptions, accepted principle and rules of procedures devised to analyse,

predict or otherwise explain the nature or behaviour of a given set of phenomena." Within the

parameters of this defmition, it can be asked, 'What set of phenomena does competency

theory set out to explain, analyse or predict? '

In the ethos of McClelland's life research, it can be argued that competency theory

was the answer to the question: 'What would predict job performance without bias?' or,

conversely stated, it was a theory, based on empirical evidence, developed to explain why

certain individuals performed better than others in the context of work. McClelland and

many other researchers proved that it was the competencies that predicted superior

performance.

But what can be said about the power of this explanation in relation to the problem

raised? If the problem was, 'Why do some people perform better at work than others, ' and

the explanation offered is 'Because they bring patterns of behaviour to the work that predict

that they will perform better', what deductions can be made about the explanation offered?

Douse, cited in Foster (1991), presented the social psychology discipline with an
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interesting perspective on this issue, of a theory's depth of explanation. In analysing the types

of theories developed in social psychology, Doise, cited in Foster, 1991, argued that most

theories tend to emphasise certain levels of explanation at the expense of others and, in so

doing, provide only partial explanations. In fact, Foster acknowledged the problems created

by what he termed the 'individual-social dualism' in explaining problems and cautioned that

an explanation pitched at either extreme risks the charge of reductionism; a risk, he advises,

that can only be overcome by incorporating dynamics operative at both levels of explanation

Doise, referenced in Foster (1991), however, surpasses even the dualistic route of

explanation and argues that situations are always more complex and that four levels of

analysis or explanations can be identified in social psychological research. According to

Foster, Deise's scheme of levels of explanation entails the intra-personal, inter-

personal/situational, positional and ideological levels. Even though these levels of analysis

were developed within a social psychological context, it undoubtedly has salience for

scrutinising theories generally.

In terms of Deise's levels of analysis, an analysis pitched at the intra-personal level

stresses internal motivation sources, psychodynamic properties or cognitive mechanisms. So

for instance, intergroup conflict in South Africa was explained by some as being due to the

authoritarian personality of the Afrikaner. At the interpersonal level of analysis, processes

between individuals, as opposed to groups, within a given situation is the central explanation.

Further, the positional level introduces analyses that consider differences in social position

(such as gender, class or race) that are socially based and hence are constituted outside of the

boundaries of any particular study or experiment. Finally, Doise's ideological level refers to

widespread ideas, values, representations and practices which serve to legitimiseand maintain
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the existing social order (Foster, 199 I).

These levels of analysis are a crucial framework against which a theory should be

interrogated to establish the level at which its explanation of a problem is pitched for, as

Foster (1991) cautioned, an explanation pitched at anyone extreme veers on being

reductionistic. Within Doise's framework, competency theory is pitched at a levell analysis

for the message sent, essentially, is that superior performance is a result of something residing

within the individual. Further, this response means that the question, "Why do some people

perform better or superiorly at work than others', can be restated in terms of a problem to

reflect 'Those not performing or pelfomling averagely, lack the patterns of behaviour that

superior performers have. '

Why, though, would the level of explanation of a theory matter in the first place? It

can be argued that it would matter because how a problem is understood influences the

solutions considered in solving the problem. Hence, if a problem is perceived to be only 'a

lack of competency', then the solution is simply to 'select and train for those competencies'

and voila the problem no longer exists. This understanding, in tum, would have a knock-on

effect on how the tools are developed and interventions chosen. For instance, the

competency profile, in terms of this understanding, need only comprise of a competency

component and not a competence component. Likewise, failure to have integrated the HR

system upon implementation would fairly and squarely rest on the shoulders of the workers.

Further, the level of explanation of a theory also impacts on the expectations implementers

may have post introduction of the intervention. These will be reviewed in the section

below.
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3.5.1. REALISTIC EXPECTATIONS POST THE IMPLEMENTATION OF
COMPETENCY FRAMEWORKS

When organisations strategically choose to implement competency frameworks or

even just to introduce competency-based assessment, what expectations do they have with

regard to effective performance post the introduction of these interventions?

Do such organisations tout this human resources strategy as a panacea, exonerating

them from any further responsibilities in terms of driving organisational change? Do they

envisage that all dysfunctional aspects in the organisation will be transformed as a spin-off of

implementing these interventions? Is it reasonable that they expect that ineffective

performance would evaporate from the organisational fabric? Conversely, is at acceptable

that organisations believe that leadership commitment simply means that change initiatives

need to be budgeted for; that there is no realistic expectation that meaningful change will

ensue and, most importantly, that leaders would be driven to align their behaviour with the

change initiatives introduced')

It is of paramount importance to rigorously interrogate the changes expected post the

introduction of a competency framework to ensure the integrity of the intervention and

prevent unnecessarily bashing it when changes do not happen fast enough interms of people's

scripts. It is also vital to prevent false panic from being created in the minds of employees

through the unrealistic expectations of employers and!or the types of systems introduced for

assessing performance.

In this regard Boam and Sparrow (1992) caution against elevating competencies to

panacea status. They argue that introducing competency frameworks are not like releasing

magic wands into dysfunctional work environments, sitting back and watching a spellbinding
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miraculous vanishing of all dysfunctionality:

C Having identified and developed people with the competencies required to perform
effectively, organisations still need to create the situations that will harness, and give
full potential to, the individuals who have to deploy their competencies (Boam &
Sparrow, 1992, p.12). l C'D ) .

Equally important, according to Wood and Payne (1998) is understanding that

competency frameworks and competencies are not fads that are implemented because it is

vogue to do so. They refer to the phenomenon where competencies, like so many other

things, have become an industry in their own right. They lament that competencies are:

... so much the paradigm of the moment that they have almost become a panacea for
anything that ails ye on the human resources front ('You know what you need? A
competency framework .... ' , I must have a competency framework-Im not sure "..·hat
I'll use it for, but I'll get one anyhow') (Wood & Payne, 1998, p.7).

The implication of their concern is powerfully illustrated in Figure 2.

Whiddett, Kandola, and Keenan (2000) whilst acknowledging that full competency

frameworks are increasingly looked to, to underpin the whole HR function thus resulting in a

great deal of time, effort and money being invested in the development of competencies, warn

against its exclusive use. Even as they affirm the significant value brought by well-designed

and constructed frameworks that streamline and standardise processes and ensure equity in

the treatment of employees, they emphatically point out that organisations using purely

competency-based.selection systems are abdicating their responsibility for the performance of

the individual. They argue that when used alone, competencies allow organisations to make

scapegoats of employees, laying the blame for poor performance exclusively at
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FIGURE 2: ...SYNCHRONISING ORGANISATIONAL TALK WITH THE
ORGANISATIONAL HEARTBEAT

SYNCHRONISING
ORGANISATIONAL TALK WITH

THE ORGANISATIONAL HEARTBEAT ...
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Organisations need to be vigilant in their quest to ascertain wily precisely competency
frameworks/competencies are deemed favourable for implementation. If there are any
indications that its implementation is just another fad and that the key stakeholders are not
committed to help realise it, the endeavour should best be aborted. For, given employees
disillusionment witl: tile industries that have spun around change initiatives or the many
'flavours of the months', they will be especially quick to see when the supposed' Fairy godmother'
of change is nothing but a "Tokoloshe' at heart and in disguise!

their door. To remedy this, they advise employers to both identify the full range of factors

affecting performance, as well as to fully understand that a competency actually is a list of

behaviours describing how an individual operates in a particular field, and where behaviour is

a consequence of what that individual is asked to do and the context in which s/he carries out

the task

Armed with this perspective, Whiddett, Kandola, and Keenan (2000) motivate that it

becomes possible to understand that there will always be disparity between the context of a
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selection process and that of the job. Even in job simulation exercises, that mimic some

aspects of the applicant's performance, the full context of the job such as relationships with

colleagues, communication methods and resources are not tested. From this scenario they

infer that using competencies to measure performance is really no guarantee that the

candidate will produce all of the same behaviours in the workplace; it simply gives one an

inventory of that individual's behavioural repertoire. The reason for this is that many factors

outside of that individual's control could impact on and cause changes in performance, like

having domestic problems or problems with interacting with new colleagues, etc. - factors,

which using competencies alone, will not identify. Equally relevant, they argue, is

understanding that whilst ability, personality style and motivation does have an influence on

behaviour and, in turn, performance, their impacts will be negligible when a job, to start off

with, is already poorly designed and resoureed or a working situation, through the type of

political or ethical climate that exists, is inherently poised for conflict with the desired

behaviour proposed.

3.5.2. FACTORS CRITICAL TO ATTAINING A BALANCED
PERSPECTIVE ON THE SCALE OF CHANGE ANTICIPATED

In addition to these broad-brush perspectives, there are two fundamental areas that

need to be intensely considered to attain a balanced perspective of the extent of change that

one can hope to see on implementing competency frameworks. The first area is to be

absolutely clear about the meanings attributed to the concept of performance. The second

concerns the mechanisms one intends to put in place to structure and manage the process of

HR working together in this new integrated way.
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3.5.2.1. MEANINGS A TTRIBUTED TO THE CONCEPT OF
PERFORMANCE

In grappling with the first area of concern Boyatzis' s (1982) insights, in
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researching a model for effective performance, become quite critical. Boyatzis

realised that an individual's competencies essentially form a dynamic part of the

performance model; the implicit implication being that as 'part' and not whole of the

model, 'performance' as a concept is far bigger than simply having a competent

individual.

Boyatzis (1982) explains that performance can be understood as comprising a

single variable, namely "what il is that the employee must deliver? ". Within such an

understanding, effective performance may be assessed by scrutinising the attainment

of output objectives (the results) or considering the appropriate execution of

procedures and processes. However, for him, the inherent problem with this

approach is that whilst it is quite straightforward when having jobs that may lend

themselves to easy assessment of performance, it does not have much salience forjobs

that do not provide easy access to or interpretation of measures of performance. In

the first instance, performance is easily assessed because the nature of that job has

performance measures and goals available, like for instance 'sales generated per

month per salesperson', 'completion of an income statement within the allocated time-

frames.' In contrast, he points out, with jobs that do not provide easy access or

interpretation of measures of performance it becomes more relevant to assess whether

or not the person in the job is following certain procedures or processes that are

thought to be important to the organisation. He comments that it is often easier, with
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such jobs, to identify when a person's performance is not accomplishing its purpose or

not facilitating desired processes or results, i.e., it is easier to see things going wrong,

because conflict has flared up, than to notice that things are going smoothly.

For Boyatzis the problem in assessing the performance of a person inajob and

ascertaining what constitutes effective and ineffective job performance is that it

requires understanding and measuring multiple factors simultaneously. In total

contrast to this ethos, he observes that programmes have been developed that attempt

to simplify this assessment by claiming that a person's effective performance in ajob is

reflected in the degree to which s/he attains specific objectives. These programmes,

he argues, do not present a full picture of what performance of the particular job

means. He contexualises this claim by posing a vexing question: "If a sales manager

meets his objective of generating $10 million in sales in a particular quarter, but has

50% turnover of staff in that same quarter, has he performed his job effectively? ,.

Boyatzis's concern lends support to the issues raised in Section 3.3.4. that the

methodologies available to develop the competence component quite clearly lag

behind the changed work environment and the key legislative and business drivers

impacting on industry.

Gleaning from Khan, Scholtz, Burgins et al. 's (1999) methodology document,

it is evident that Boyatzis (1982) would, in fact, fmd support for his belief that

performance is a multifaceted concept. In their methodology for developing the

competence component, they complemented the concept of measuring for outcomes

with the idea that delivery on outcomes can only happen against the concept of

performance standards, pre-determined performance indicators as well as the relevant
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Effective Performance of a job is the attainment of specific results
(i.e., outcomes) required by the job through specific actionswhile maintaining
or being consistent with policies, procedures, and conditions of the
organisational environment {Boyatzis, 1982, p.12).

behavioural competencies. Effectively what this meant is that job demands were

arrived at through cascading the environmental factors into it so that synchrony

between job, the environment and the individual is attained.

For Boyatzis, then, these concerns have been distilled into a definition of

effective performance that reads as follows:

Within this defmition, he draws attention to the phrase' ... attainment of

specific results ...through specific actions ... ' which, as he explains, elucidates the

question of 'what' enables a person to demonstrate the 'specific actions' that lead to

the 'specific results'. His response is that the characteristics/abilities/competencies of

the person enable hirnlher to demonstrate the appropriate specific actions. In

summary, for him the individual's competencies represent the capability that s/he

brings to the job situation.

A close scrutiny of Boyatzis' s definition of effective performance, however,

reveals certain assumptions that need to be tested or at least need to be qualified, for

on face value they sketch a profile of the employee as a obedient implementer of the

status quo. Boyatzis maintains that for a job to be effective, the specific results and

actions taken to obtain them must "maintain or be consistent with policies,

procedures, and conditions of the organisational environment" (my emphasis). This

statement is undoubtedly critical for effective performance, but assumes that the

outcomes of the jobs have been properly arrived at through a process that ensures the
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alignment of job outcomes with organisational outcomes. Given an organisational

context where such alignment has occurred, it is right that employees be expected to

comply with the organisational standards communicated; one can also assume that

there would be very few challenges from employees about the potential disjuncture

between policy and procedures or any other anomalies in the context of work.

For organisations, though, who have outdated job descriptions and/or who

have used methodologies where the organisational drivers have not been cascaded

into the job outcomes for the employee, this process of simply maintaining the status

quo would be lulling the organisation into a false sense of complacency. Where there

is disjuncture or where processes need to be more closely aligned or better re-

engineered because of the prevalence of bottlenecks, the environment needs to be safe

enough for employees to point these out without fear that their concerns are

interpreted as simple noncompliance with organisational protocol.

Boyatzis's definition of effective performance is also a bit unfortunate in that

it, on face value, seems to suggest a one-sided view of performance, where

performance is totally dependent on the employee delivering his/her outputs using

appropriate behaviour or competencies and in compliance with the organisational

factors. However, this seemingly myopic interpretation ofperforrnance is clearly not

what Boyatzis meant to impart. In fact he elsewhere emphatically states that" ... an

individual's competencies are necessary but not sufficient for effective performance in

a job" (1982, p. 20). Thus his definition needs to be read in tandem with his model of

effective performance to find the multi-layered understanding of the factors impacting

on performance.

126

https://etd.uwc.ac.za/



127

Drawing on research done by McClelland, Boyatzis explains that his model is

an adaptation of the classical psychological model of behaviour where behaviour is a

function of the person and the environment. His model develops this idea further by

breaking down the term environment into two components, job's demands and
I

context of organisation; a distinction that has support in the literature (Boyatzis,

1982). Within the framework of this model, the requirements for the individual to

deliver on the outputs is interpreted as the job demands on the person whilst the

context of the organisation, is the stage for all of this activity.

Further, Boyatzis explains that the organisation has an internal organisational

environment comprising its structure and systems (including policies, procedures,

corporate strategy, resources, culture, etc.) and an external environment,

encompassing the social and political community, other industries and economic

conditions. The significance of understanding this, he explains, is not only that it

implies awareness of the fact that the internal organisational environment transmits

and translates the external environment to its members, but that these organisational

factors affect the specific results that are expected from a job, the actions that are

considered appropriate in the process of generating the specified results as well as the

value attributed to the results and the actions.

Boyatzis captured the interrelationship between these three factors in the

model depicted below:
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A
MODEL

OF EFFECTIVE
JOB PERFORMANCE

Effective
Specific
Actions or
Behaviour

Boyatzis, RE (1982). Tile Competent Manager: A Model for Effective
Performance. New York: Jolin Wiley & Sons.

This model operates from the central premise that effective action, and

therefore performance, will occur when all 3 components of the model correspond

with each other, i.e., they are consistent or "fit'. An improper fit of these

components, however, will add to ineffective behaviour or lack of action. The model

also suggests that if any two of the components are consistent or congruent, then

there is an increased likelihood that effective performance will occur. However, he is

quick to point out that when only two components are congruent, it is less likely that

consistent effective performance will occur. He provides a hypothetical but riveting
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example where the job's demands on a plant manager responsible for production of a

chemical solution with medical applications, are to ensure high-quality products with

zero tolerance for mistakes. Within this context, corporate manufacturing

management is reluctant to approve requests for additional personnel to conduct

frequent quality checking of the product and insinuates that the plant manager should

function more efficiently with the resources at his or her disposal. This scenario, at

best, may translate into more pressure on the plant manager; at worst, though, the

pressure may translate into a series of 'corner-cutting steps' that directly impact on

inadequate quality and the company's image. Boyatzis is adamant that when job

demands conflict with aspects of the organisational environment, effective

performance, may either not be forthcoming or it will be costly and highly inefficient.

Boyatzis also considers some other permutations in terms of the model like,

for instance, what happens when the job demands and the organisational environment

are congruent, but the individual in the job does not have the appropriate

competencies. He maintains that in an instance like this effective performance may

occur early in the individual's job tenure as a resuit of residual effects of the prior

manager. Alternatively, the organisation, through its organisational procedures and

processes, may structure the job and performance in such a manner to provide

minimum opportunities for someone without the needed competencies to interfere

with effective organisational performance. However, notwithstanding these measures,

a simple change in the job demands or environment would probably resuit in

ineffective performance as the manager without the needed competencies would not

be able to respond to the changes.
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Finally, having considered these permutations, one still might be left

wondering how best to understand the implications of an individual's competencies

within the context of the model. Boyatzis, Goleman, and Rhee (1999) elucidate this

contingency model of management effectiveness which postulates that the degree of

overlap, or "best fit" between the individual, his/her job demands and the

organisational environment would predict effectiveness: they allude to Boyatizis' s

claim that seeking one-to-one correspondence between the competencies and job

functions or tasks was a futile exercise. They argue that equally nightmarish would be

the search for connections between specific competencies of an individual and

elements of the organisational climate, culture, structure, systems or strategy.

What they recommend instead is to think in terms of competency clusters.

They illustrate this by explaining that if someone is asked to fit into the entrepreneurial

culture of a fast growing company that person is expected to frequently demonstrate

achievement orientation and initiative and adaptability, to name but a few

competencies in the goal and action management cluster, rather than merely showing

achievement orientation frequently; expecting individuals to demonstrate achievement
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orientation only, or continually, could lead to inappropriate and indiscriminate usage

that may undermine some of the cultural norms upheld by the organisation.

In summary Boyatzis's model can be defmed as:

The job demands component reveals primarily what a person in the job is
expected to do. The organisational environment component reveals some of
what a person in a management job is expected to do, but primarily reveals
how a person is expected to respond to the job demands. The individuals
competencies component reveals what a person is capable of doing; it reveals
why he or she may act in certain ways (Boyatzis, 1982, p.16).
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Meyer (1996) essentially concurs with Boyatzis' s understanding of

Extrapolating from his model of performance (Fig. 4 below, refers), he

performance being a bigger concept than competence. He notes that performance is

often synonymously used and confused with the term 'competence', but empathically

declares that whilst competence is generally demonstrated by performance,

performance is a broader concept and competence does not necessarily result in

satisfactory performances.

concludes that competence is a necessary but not sufficient condition for performance.

Put plainly, he argues that a competent individual will not perform to standard if he

or she is not motivated and will be unable to perform if the opportunity to perform is

frustrated.

Figure 4:A model of performance

MODEL
OF PERFORMANCE

COMPETENCE

Meyer. T. (1996). Creating Competiti"en~s through Competencies: Currencv {or the 21" Century. Randburg:
Knowledge Resources (Pty) Ltd.
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In conclusion, not only is a thorough understanding of performance and its

interface with competence and competency necessary to gain a balanced perspective

of what one can realistically anticipate when implementing competency frameworks,

but it is critical when considering what a methodology aimed at developing the

competency component must take into consideration if it wishes to have integrity; in

this respect this is a critical factor in determining the issue of a profile 's prospective

validity.

3.5.2.2. MECHANISMS FAQLITATING AUTHENTIC
INTEGRATIVE FUNCTIONING l6)

As mentioned before, the second area warranting intense scrutiny - to attain a

balanced perspective on the realistic change/s that can be envisaged post the
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implementation of competency frameworks - concerns the mechanisms the

organisation intends to put in place to structure and manage the process of HR

working together in this new integrated way.

Developing competencies and generating competency profiles are not ends in

themselves; organisations will never spend the time and money to simply produce

these items because they are useful in and by themselves. Instead, organisations spend

the resources they do because these tools are integral to the establishment of either

competency frameworks or competency based assessment procedures.

As part of a competency based assessment process, competencies and

competency profiles are end results of a rigorous process, a distinct journey, though

only part of a total destination in which organisational design, job evaluation,
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recruitment and selection and all other relevant HR functions work together to attain

the fmal goal, that offilling a post. Unless these relationships are clearly mapped out,

structured and managed through a formally driven process, this integrated working

together will remain nothing more than a theoretical eventuality. Similarly, in the

context of a totally integrated HR framework, stakeholders need to collectively map

out relationships and structure their new way of working together. As said before, if

this does not happen., change will remain an eventuality. In the City of Cape Town.,

such mechanisms were developed through all stakeholders collectively devising and

formalising a process flow (Chapter 5 presentsfurther coverage of this issues that is

managed by a process co-ordinator, the keeper of the process, who has specific

responsibilities to facilitate the process, track or monitor delivery on outcomes and

ensure that the service level agreement is complied with.

133

If these mechanisms for ensuring integration are not developed and

implemented, all the organisation can claim to have are generated competency

profiles, a commitment to the values of competence and competency and separate

systems claiming to be integrated. Similarly, if competency profiles are not fed into

HR systems and selection and assessment, training and development, performance

management, etc. happen on idiosyncratic bases and an 'isolated practice and not a

system' has resulted - to piggyback on a phrase McLagan and Nel (1995) used in a

very different context. McLagan and Net's research, however, has relevance for this

context too and as such will be reviewed.

McLagan and Nel (1995), who did extensive research on participative work

practices, present a persuasive argument around the question of whether an

https://etd.uwc.ac.za/



organisation sporting one or two participative practices can claim to be participative

organisations. They argue that it is only when the deeper underlying system of

governance, what they refer to as the genetic code of the organisation, is required to

change fundamentally that it can be claimed that a system of participation has come

into existence. Developing their analogy of the 'organisation as a human system' to

its fullest, they maintain that up until now most organisations have had authoritarian

genes; genes that have permeated the systems, practices and interactions of

organisations in their entirety. Faced with such a situation they conclude: " ... early

'transplants' of participation into an alien authoritarian culture will require lots of

support if they are to escape rejection" (McLagan & NeL 1995, p. 44). In much the

same way, this argument can be mimicked by asking whether generating competency

profiles and pledging a commitment to value competence and integrate HR functions,

in the face offlagrant disjuncture with the genetic code of the organisation through its

current organisational systems and practices, can still render HR integrated. This

question is forcefully illustrated by the cartoon in Figure 5.

McLagan and Nel's proposed solutions to weakening, and eventually, shattering

the genetic code of an organisation, or its underlying system of governance, is equally

relevant to organisations endeavouring to introducecompetencies and implement

competency frameworks in receptive environments. They advocate that nothing short of

genetic re-engineering of an organisation will help instil a participative system of

governance. Working from the premise that the major organisational elements constitute

the primary carriers of the organisation's genetic code, they set about identifying the

identity of those elements in an effort to make these the focus of a genetic
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reengineering endeavour.

FIGURE 5: COMPETENaESICOMPETENCY FRAMEWORKS ... PASS TIME,
PART TIME OR AN IDEA WHOSE TIME HAS FINALLY COME?

COMPETENCIES/COMPETENCY FRAMEWORKS ...
PASS TIME? PART-TIME?

OR AN IDEA WHOSE TIME HAS TRULY COME?

Valuing competencies cannot be confmed to a competency profile, a demarcated process
endeavouring to say to the organisation "COMPETENCIES IN ACTION HERE!" And once
you step outside the parameter of that space, you encounter another billboard reading
"BUSINESS AS USUAL"

A competency framework has to be seen as the container that shapes all the ensuing
organisational activity, from organisational policy and practices to employee attitudes and
assumptions about their roles in the organisation. In the absence of such synchrony, it becomes
quite common to see employers and employees (like Dagwood's boss above) behave in ways that
are really dysfunctional to healthy organisational functioning.

They reasoned that if the major organisational elements, which influence the

other systems, practices and interactions as well as send messages to the system could

be established, then those areas with leverage have been identified. It is to these areas

that the principles of participative governance have to be introduced because when
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McLagan and Nel have identified these major organisational elements as

change is effected to these areas it will have the impact of changing the organisation's

deep-seated genetic code. In sum, then, McLagan and Nel (1995) maintain that to

create a participative system, the focus necessarily has to be on changing the major

organisational elements; those elements that are seen to possess leverage so that

when they are changed, the ramifications of that change will influence, and impact

on, other related organisational elements and practices, via a type of knock-on-

effect.

comprising the values, structures, leadership, management processes, information,

relationships, competencies, control and pay practices. Additionally, they advise that
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these nine areas have to be changed simultaneously because "As long as anyone of

these nine areas remain authoritarian, it remains an outpost from which the old system

can attack and discredit the new" (McLagan & NeL 1995, p. 51). Whilst many may

question the wisdom in changing so many areas at once, they are adamant that there

must be enough change to keep the momentum going.

So, of what relevance is this information to the implementation of competency

frameworks? From this information it can be gleaned that changing an organisational

culture is a massive endeavour that has to be approached through very courageous,

energetic, tenacious and creative endeavours; it is not a bureaucratic exercise, neither

is it one where the systems of old will simply roll over and agree to be the conductor

for an orchestra playing the winds of change. The only boon of knowing all of this is

that being forewarned one can at least be forearmed. This information also presents

another vantage point in exploring what realistic expectations one could have of
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... thewayinwhichstakeholdersin an institution-govemment, community,business
or familylivetheirpower, rights and responsibilities.Any systemof governancerests
on a worldview- a set of assumptionsand values that determineshowpower, rights
and responsibilitiesare distributedand expressed.

introducing competency frameworks in that it encourages one to use the information

to ask what requisites need to be in place to bolster successful implementation. The

concept of 'governance' becomes central to such an argument. Governance,

according to McLagan and Nel (1995, p. 1), refers to

Keeping this definition in mind, McLagan and Nel (1995) argue that an

authoritarian form of governance has permeated organisations and society, alike, for

millennia. Participation, in this context then, is viewed as a " ... powerful alternative

form of governance that is emerging" McLagan and Nel (1995, p.2). Using this as

their point of departure they maintain that a system of governance advocating an

authoritarian world view would produce an authoritarian system in which power and

rights would be concentrated in a small group whose members would be able to

exercise power over others. In other words, the system of governance can really be

seen as the soil that will determine the types of values, practices and policies that

systems realistically can sprout. Inevitably, then, one would expect to see a fledgling

system of introducing competency frameworks aborted in an organisation whose

deeper underlying system of governance does not legitimately support such far-

reaching change. This point is powerfully demonstrated in the countless articles that

appear in the press, from time to time.

One such article, authored by David Macfarlane, appeared in the Mail and
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Guardian of week ending 13 June 2002. Entitled, "Staff morale soars at e.1V."
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Macfarlane (2002) reports that the Commission for Conciliation, Mediation and

Arbitration (CCMA) both reinstated and awarded R84 000 in backpay to an

assignments editor, Barbara Boswell who was ftred bye. tv. on charges of gross

insubordination. In the article he explains that Boswell was charged for gross

insubordination on the grounds that she queried a decision made by e.tv's head of

corporate affairs, who had just assumed the role of news executive director. The

article paints a picture of an organisational climate characterised by" ... "cowboy-style

management"; a "climate offear. .. though they [management] tried to tone down the

worst excesses after adverse publicity last year. But you're still marched out of the

building if you dispute anything professional"; and where "The basic management tool

at e.tv. is: Do as we say or you're fued ... "".

Unfortunately, the management of e.tv. either were not available for comment or

did not venture commentary, making it difficult to state their version on what had

transpired. Nonetheless, what is of interest to this debate is whether South African

organisations are ready to embrace competent workers, who inall likelihood,likeBoswell

would feel it their right, and not their privilege, to display healthy initiative and

assertiveness in questioning decisions and adding their voice to current work practices.

But how does one make sense of this seeming contradiction? One the one hand,

organisations claimtheywant competent individuals,but on the other hand,workers often

allege, that they get punished for applying themselves. To understand the power dynamic

operative in South Africanbusiness and the seeming inequities inthe relationshipsbetween

workers and management, one has to look at the bigger socio-political reality

contextualising places of work.
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A significantly large proportion of South Africa's tumultuous heritage was

initiated in 1948 when the Nationalist Party committed to governing South Africa

(SA) through a policy of racism. This form of governance not only saw South

African society stratified along lines of race, class, gender and language differences,

but it progressively led to South Africa's isolation (as a result of sanctions) from the

global community.

During the years of apartheid and SA's exclusion from the global community,

the focus in SA was very much an inwardly turned one; one that focused on the

internal dynamics within a society where practically every facet of lifewas structured

by racism. It is, therefore, no surprise that even South African business and the

relationships between workers and management were touched with the inequities of

this authoritarian system of governance.

Thus, when South Africa, in 1994, took its place once more in the global

arena, it was to be expected that it would be difficult for South African industries to

reorient their internal focus to embrace a global consciousness. Significantly enough,

the newly elected Government took the lead in providing the impetus for SA

organisations to change. At a most basic level they promulgated a new Labour

Relations Act (LRA).

A part of this legacy between management and labour stemmed from the roles

created for them as a result of the past industrial relations system Unions, viewing

management as the servants of the corrupt apartheid powers and the rnaintainers of the

status quo, emerged as the militantmouthpiece of its constituency. As Von Holdt (1994)

points out, union engaged in a type of reactive unionism in which they resisted any and
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every of management's initiatives. This they did by employing delaying tactics or simply

denying the existence of the problernls (like productivity, poor quality of goods/services,

high absenteeism, etc.) that these initiatives hoped to address. Management, in turn,

viewed union and labour as their adversaries who would seize any opportunity to control

the running of their business. As Deale (1995) explains, union slogans like "Forward to

Worker Control and Socialism" certainly conjured up a strong image of the union

movement's preference inmanagement's mind.

Further, many scholars position the past model of Labour Relations as being

very adversarial in orientation (Deale, 1995; Miles, 1996; Van Niekerk, 1995). In fact

Deale (1995, p. 20) maintains that this adversarial model was designed in the late

1970s to "...protect the economy from being destroyed by an angry and militant,

disenfranchised majority". He feels strongly that this 15 year experience of conflict

and competition has left a deeply ingrained legacy of suspicion and mistrust between

Management and Labour; baggage so intense that he feels that it severely undermines

South African organisations' ambitions of becoming world class.

It is clear from the aforementioned that this adversarial orientation between

management and employees creates antagonistic roles. In addition, McLagan and Nel

(1995) reflect on the impact these authoritarian systems have on their employees and

customers. They maintain that the relationships between authoritarian leaders and

their constituencies often border on either dependency or hostility; often employees

and customers, alike, are rendered subservient, at times even disenfranchised and

undoubtedly disempowered. Further, they show how, even in the more benign forms

of autocracy, managers often pose as the institutional parents to employees, who are
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Albert Koopman, mentioned in McLagan and Nel (1995), posits that this

perceived to be no more than loyal organisational children.

subservience is often encouraged and maintained by dangling an array of corporate

goodies, from the corporate cookie jar, before employees. Be this as it may, though,

these participants in the labour relationship have become arrested in roles that will not

help South African organisations to meet the increasing challenges facing them. This

was further exacerbated by the existence of such organisational norms like

management thinks and employees followed orders, which served to further

disempower them.

In essence then, it is clear to see why an organisational climate supportive of

competencies is a basic prerequisite for it to flourish or, stated differently, for it

merely to be given a fair chance to survive. Yet, very often organisations are more

than happy to allocate massive budgets to change initiatives but once they are

expected to align their behaviour with the spirit of the interventions, they end up

resisting the very systems they allocated money to.

3.5.2.3 UNDERSTANDING HOW THE QUALITY OF PRACTICES
IN THE ARSENAL OF HR STRATEGIES IS CRITICAL TO
THE INTEGRITY OF COl~fPETENCY FR41~fEWOR/(S

Staying with the broader theme of contemplating whether the introduction of
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competency frameworks should be hailed as a panacea or a core aspect in an arsenal

of HR strategies, the findings yielded by an executive survey of leadership

effectiveness conducted by the Hay Group in 1999 surface key issues that directly
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contribute to attaining greater clarity on the expectations one can hold post the

introduction of competency frameworks; as such the fmdings warrant closer scrutiny:

The Hay Group, sought to unlock the enigma surrounding the area of effective

leadership which they consider one of the most elusive keys to organisational success.

To this end, they conducted an executive survey of leadership effectiveness,

surveying the leadership practices of more than 60 Fortune 500 organisations and in

which they compared the leadership development efforts of some of Fortune

Magazine's most admired companies with their peers. The Hay Group found very

definitive differences between the most admired organisations and their peers:

Tile most admired organisations were typified by:

(a.) More than 90% reporting satisfaction with their executive leadership, compared

with less than three-fourths of their peers;

(b.) Satisfaction with the organisation's effectiveness in identifying future leaders, with

two-thirds indicating their satisfaction compared to the less than half of the other

organisations;

(c.) Far more satisfaction with their leadership developmental efforts than their

counterparts. They remark that what is significant about this statistic is that the

most admired reportedly only spent slightly more time on selection and

development, implying that what differentiates their effort is the quality of the

effort. The most admired reportedly draw on a broader array of sophisticated
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developmental tools, mixing traditional training programs with a variety of other,

ongoing efforts like planned career assignments that expand expertise and

business perspectives, outside executive programs, and individual coaching, than

do the other organisations;
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(d.)A tendency to do a better job of assessing leadership talent, developing it and

holding people accountable for these efforts. For instance, they make greater use

of formal leadership models and once leadership talent has been identified, the

most admired report more effectiveness in providing 360-degree feedback,

developing performance measures and linking those to strategic goals;

(e.)More success in holding seruor people accountable for developing their

employees: and

(f) Less tolerant of behaviour deemed inappropriate on the part of the executives and

senior managements. The 22% that acknowledged that such behaviour was

tolerated to some or great extent was dwarfed by the comparisons with the 52%

of their peers who tolerated such behaviour.

A close textual analysis offmdings (c), (d), (e) and (f) serve to emphatically

make the point that a system cannot claim to be competency based on the basis of

merely having a developed set of competencies that professes to drive all HR

functions, whilst organisational practice, policy and frameworks continue to function,
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outside of the ethos of those competencies, as if they are an independent unit on their

own. From (c ) and (d) above, it is clear that authentic integration of various fIR

functions, working in a synchronised way to attain the different facets to the same

goal, together with the competency model is a vital ingredient for rendering a system

competency based; without this integration, the "system" in competency based in

seriously compromised. Added to this (c ) alludes to the 'quality of selection and

development' being a further differentiator between world class organisations; a

fmding, in deed, of great salience in the sense that no matter how well competencies

have been identified and developed, if quality attention is not directed at the tools for

selection and development, the appointment of competent individuals would probably

remain questionable.

An even further component of the competency based equation IS the

development of performance measures linked to the strategic goals of the

organisation; (d) crucially alludes to this element underlining the importance of

synchronising work demands with organisational drivers to create a valid context.

Finally, fmdings (e) and (f) show that having the 'organisational-will' to enforce

accountability, is a further aspect critical to the success of any intervention; all too

frequently organisations are tardy in demonstrating zero-tolerance for behavioural

non-compliance and, instead, hastily recalibrate organisational standards to

accommodate dysfunctional behaviour. The latter is a decisive factor in transforming

what otherwise would have remained pristine models of change into true, sustainable

vehicles of transformation.
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Read collectively, then, these findings emphasise that competency frameworks

however core to the fabric of change, have to be part of a greater arsenal of HR

strategies working in tandem to effect change in the organisational fabric.

3.5.2.4. UNDERSTANDING THE REQUISITES FOR DEVELOPING
GOODLEADERS

Another key branch of knowledge that tempers the kinds of expectations one

realistically can have post the introduction of competency frameworks, is

understanding the changing nature of leadership and how that impacts on the suite of

«hange initiatives required. The Hay Group, in their sense making of the situation,

maintain that the flatter, faster, more flexible organisations, facing intense competition

in a global market require more dynamic leadership. They astutely summarise this as:

Today' s leaders must be able to leverage a broad range of styles given the complexity
of organisations and their people. They must be highly flexible adapting and
improvising given changing strategies, shifting cultures and the explosion of
technology. Most importantly, they must never forget whom they are leading.
Certainly strategic organisational goals are critical. But leaders who overlook key
people issues are almost certain to fail in this era of intense competition, employeefree
agency, and performance at anyoost. Today' s leaders must be able to create climates
that foster not only performance but also pride and purpose. They must have what we
refer to as emotional intelligence - a heightened sense of self-awareness, the ability to
manage their emotions as well as those of others, to build rapport and relationships
with a diverse group of people, to motivate others, create a believable vision, and
negotiate a broad range of social and business situations (Hay Group, 1999).

In essence they posit that organisations that are most successful in developing

good leaders have re-engineered the path to effective leadership so that it includes the

following basic tenets:
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The Route to Effective Leadership

o Motives and styles and their impact on climate;

o . Competency models;

o Emotional Intelligence; /

o Ongoing development and coaching; and

o Rewards tied to specific performance measures.

The Hay Group (1999) have depicted these tenets in the model presented

below:

FIGURE 6: THE ROUTE TO EFFECTIVE LEADERSHIP

Again, these findings accentuates the view that competency frameworks

however core to the fabric of change, have to be part of a greater arsenal of HR

strategies working in tandem to effect change in the organisational fabric.
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3.5.3. CONCLUSION

The political changes in South Africa have catapulted South African society and its

organisations, alike, headlong into a quest to forge a new identity for itself; an identity that, in the

long term, needs to render it globally competitive. It is clear from the contents of this chapter,

though, that changing an organisational culture to become a player in the global market is a

massive endeavour requiring a multi-pronged approach. An absolute cornerstone in such a

multi-pronged approached is the role of competencies and competency-frameworks.

Instead of simply recapitulating the major values of this approach, however, it is

deemed more appropriate to conclude with a very inspiring legend that indirectly distils the

essence of this approach. McLagan and Nel (1995) narrate this as follows:

... Michelangelo was rolling a big block of marble down the villlage road when a
friend shouted, "Where are you going with that rock, Michelangelo?" The sculptor is
reported to have said, " I am going to free the angel that is locked up inside". Hemade
his way with the stone to his workshop, where he chipped away at the marble,
constantly reshaping his vision of the form that the angel could take. Some time later,
the friend walked into Michelangelo s workshop. Before him stood an exquisite angel
of marble. "How did you carve such a master piece?" exclaimed the visitor. ··Itwas
always there in the rock," replied Michelangelo, "all I did was take away the parts that
didn't look like an angel (McLagan & Nel, 1995, p. 199).

From this legend, McLagan and Nel (1995) extrapolate the following lessons: If

Michelangelo had no guiding vision, he would have ended up with a pile of useless marble

chips. Similarly, had he only used his vision and not taken the specific features of the rock

into account, then also the rock would have ended up formless.

It is appropriate, then, to conclude that whilst organisations need to be guided by their

strategy to take the right steps in the right direction to prepare for that organisation to turn its

proverbial tanker, that vision has to be tempered by the realistic appraisals of the turf they

are working on. In the context of this thesis, the vision on the organisational canvas is one of
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integrating HR; the practical tool to deliver on that vision is competency profiles.

The following chapter recounts the salient factors that influenced the choices made

around the methodology and research design.
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CHAPTER4

RESEARCH METHODOLOGY

An intuitive interpretation suggested that the paucity of data around the criteria for
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decision-making necessitated an exploratory study. The real question, though, was what did

credible research counsel suggest was the appropriate methodology to use given the configuration

of factors on hand. This chapter recounts the salient factors that influenced the choices made

around the methodology and research design, describes the research instruments that were used,

the procedures that were followed and the participants involved, where applicable, in conducting

the various phases of the research study.

4.1. PARADIGMATIC DECISIONS

The terms qualitative and quantitative are often used to identify different approaches to

answering research questions (Leedy, 1997). Leedy explains that the necessity for different

research designs and methods become more or less appropriate when the relationship between

different questions providing different types of information is understood. Against this backdrop,

methodology, for him, is merely an operational framework within which data are placed so that

their meaning may be more clearly seen. The utility of the two approaches is aptly distilled in his

juxtaposition: Whilst the quantitative approach (also referred to as the traditional, positivist,

empiricist approach) is typically used for answering questions about the relationships among

measured variables for the purpose of explaining, predicting, and controlling phenomena, the

qualitative approach (also termed the naturalistic, constructivist, interpretive approach) is typically

used to answer questions about the nature of phenomena for the purpose of describing and

understanding the phenomena (Leedy, 1997).
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In a table designed to further distinguish between the characteristics of a qualitative and

quantitative design, he advises that when the purpose of research is driven by a need " ... to

describe and explain; to explore and interpret; to build theory; process oriented" and the nature of

the research process can be characterised by such terms" holistic; unknown variables; flexible

would be vindicated (Leedy, 1997, p.106). Patton (1990) concurs that qualitative anal sis is_-
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particular) oriented toward ex loration and discovery. He dis_~il.~ense rnaking of_thes.etwo

major perspectives through the observation that under real-world conditions programs are subject

to change and redirection, and hence naturalistic inquiry replaces the fixed treatment/outcome

emphasis of the controlled experiment with a dynamic, process orientation. He meticulously

explains that:

Dynamic evaluation is not tied to a single treatment and predetermined goals or outcomes but
focuses on the actual operations and impacts of a process, program, or intervention over a period of
time. The evaluator sets out to understand and document the day-to-day reality of the setting or
settings under study, making no attempt to manipulate, control, or eliminate situational variables or
program developments, but accepting the complexity of a changing program reality. The data of the
evaluation include whatever emerges as important to understanding the setting (Patton. 1990,p. 42).

Finally, various authors single out the characteristics of the literature base as a feature that,

in its many manifestations, may often warrant a qualitative approach. In this vein, Leedy (1997)

points out that when the literature base is weak, underdeveloped, or missing, when scant

information exists on a topic, variables are unknown, or a relevant theory base is inadequate,

incomplete, or missing, a qualitative study not only helps define what needs to be studied, but it

can provide a researcher with the freedom/flexibility to explore a specific phenomenon in great

depth so that important variables might be identified. In fact, Lauer and Asher, cited in Leedy

(1997, p.1S6), attest to just how key the latter feature is:
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Reflecting on all information presented above, as well as considering the purpose of the

Conducting qualitative descriptive research, whether case study or ethnography, is a prerequisite
to all types of experimental research. Unless the important dimensions and concepts of a field
have been identified... explicit cause-and effect relationships cannot be tested in true or quasi-
experiments

thesis, "Exploring the factors that impact on competency profile development", the nature of the

question posed and the paucity of data in the field, a qualitative method of study was strongly

dictated. However, within the qualitative paradigm there are many types of studies; the case

study, ethnography, grounded theory and phenomenology are but four of the more common

qualitative designs. Which, then, specifically was deemed appropriate in this instance?

Close analysis of Leedy' s table of comparison between the four research designs suggested

a strong fit with the case study method. According to Leedy (1997, p.156) the central question

posed by the case study is" What are the characteristics of this phenomenon?" Given the paucity

of data around the criteria for decision-making, conducting a case study on competency profile

development potentially promised to both illuminate the phenomenon of profile development, as

well as create understanding through excavating the factors impacting on the validity of profile

design.

But how can the case study method best be described and understood') Cresswell, cited in

Leedy (1997, p.157), defines the case study as a type of qualitative research in which the

researcher "explores a single entity or phenomenon ('the case') bounded by time and activity (a

program, event, process, institution, or social group) and collects detailed information by using a

variety of data collection procedures during a sustained period oftime". The operative word and

phrases introduced in this definition are 'phenomenon' and 'data collection procedures'. How,

though, are these concepts best understood') Leedy (1997) clarifies what is meant by the term

IJenon' whenhepointsout that a casestudyisconductedto shedlighton aphenomenon,
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be it a process, event, person, or object of interest to the researcher. It stands to reason, then,
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that cases can be people, organisations, an entire programme, or communities where a case

constitutes a single instance of the phenomenon (Leedy, 1997); (Patton, 1990). The observation

around data collection are meaningfully embroidered by Patton's (1990) assertion that the case-- _- --- .

study approach is marked by a specific way of collecting, organising, and analysing data; as such
'--,.........-:="",__-~=~~=------ --_ - -.:::_ -~

there is a need to gather comprehensive, systematic and in-depth information about each case

whilst ensuring that information for each case is as complete as possible. For him this means that

case data consists of all the information one has about each case, be it interview, observational or

documentary data, impressions and statements of others about the case and data over time.

Essentially, all the information one has accumulated about each particular case goes into that case

study and constitutes what is termed the raw data for case analysis. Needless to say, this can

amount to a large accumulation of information.

Further, there may be differences in the data depending on whether the case is at an

individual versus programme level. Whereas case data at the individual level can include clinical

records, statistical information about the person, background information, lifehistory profiles, and

diaries, at the programme level, case data can include program documents, program reports,

interviews, interviews with programme participants, observations of the program, and program

histories (Patton, 1990).

An important feature of the case study not evident in the definition concerns the

complexity that may belie what, on the surface, presents as a single case study. Patton (1990)

explains that the qualitative study of a single program may constitute a case study but within that

single-programme case study one may well do case studies of several participants or, as in the

case of a national or state programme, an analysis of layers of case studies; such a layered

approach is necessitated where a national programme consists of several project sites. Patton's
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views around the complexity that may surface in a single case study was clearly evident in the City

of Cape Town's Competency Framework Project: The first phase of the project comprised
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3 distinct stages necessitating a layered approach.

Having explored the trademark features of the case study, it is important to reflect, in

greater depth, on the reasons for using the case-study method. According to Gall, Borg, and Gall l
in Leedy (1997, p. 157) researchers generally embark on case studies for one ofthree reasons: "To \

produce detailed descriptions of the phenomenon, to develop possible explanations to it, to

evaluate the phenomenon." To these reasons, Leedy (1997) adds that whereas some researchers

focus on the study of one case because of its unique or exceptional qualities, others study multiple

cases to make comparisons, build theory, and propose generalizations. He also explains that the

logic driving qualitative researchers is the hope that by observing the specifics of a situation they

may increase their understanding of the broader phenomenon. Hence, one can logically conclude

that by employing qualitative methods:. a wealth of detailed informaticn.about a much smaller

number of people and cases is explored. Ironically, herein lie both the strength and weakness of-------- .the method. Whilst qualitative methods increase understanding of the cases and situations

studied, and therefore the phenomenon under scrutiny, it equally reduces the generalisability of

results. The fact that this case study is contextually bound to the City of Cape Town, however,

was not considered an inherent shortcoming, as the paucity of data around the phenomena under

study really warranted a search for relevant themes; themes that, at a later stage, could be put to

quantitative test. As Leedy (1997, p.105) astutely notes:

A qualitative study may conclude with tentative answers or hypotheses about what was observed.
These tentative hypotheses may then form the basis of future quantitative studies designed to test
the proposed hypotheses.
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4.2. BASIC TENETS OF RESEARCH DESIGN

Patton (1990) observes that the ultimate methodological imperative is to do what makes

sense, report fully on what was done, why it was done and what the implications of the findings

are. Guided by this logic, then, the first question that needs to be broached is what research

design was developed to find a meaningful response to the endeavour of "Exploring the factors

that impact 011 the validity of competency profile development"?

4.2.1. IDENTIFICATION OF POTENTIAL SITE OF STUDY

Having established that the phenomenon under study was the development of competency

profiles, and more specifically the factors that influence the validity of their development, the City

of Cape Town's Competency Framework Project was identified as a potential site for this

intensive study. The City of Cape Town had established this project in 1999 and, among the many

other goals it sought to attain, the project also led to the development of competency profiles

within the organisation. I had been employed by the City of Cape Town as the Project Manager

of the Competency Framework Project - a role which meant that I was physically on site for the

duration of the project, was the driver and participant developer of the project, had first hand

experience of the processes and content of the project and was facilitator of the project team.

Hence, I knew the project would provide access to an exceptionally rich source of data; data

which I, as researcher in a different capacity, could now utilize to describe, explore, and interpret

the phenomenon of competency profiling as conducted within the City of Cape Town and, in the

process, excavate the factors influencing the validity of its development.
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4.2.2. TWO PRONGED RESEARCH DESIGN

On 20 May 2002 I sought permission, in writing, from the Executive Director, Corporate

Planning and Support Services City of Cape Town, to develop an intensive case-study of the work

already completed under the auspices of this project, from its point of initiation, inMarch 1999, to

the development and validation of the pilot competency profile of the City Manager, inDecember

2000. This would constitute phase one of the study. I also sought permission to conduct a

follow-up research component at the City during 2002 as I deemed this critical to successful

completion of the thesis; this would constitute phase two of the study. Further, since I had

clearly, in the words of Leedy (1997, p.l07), ''been immersed in the complexity of the situation"

at the City of Cape Town and since" Qualitative researchers are often described as being the

research instrument because the bulk of their data collection is dependent on their personal

involvement ... in the setting", I proposed the nomination of a City of Cape Town employee,

knowledgeable of the project, to serve as a 'content validator' for the case-study I was

developing. Lastly, I sought permission to draw on a range of data already available in the City

that would allow me to document the first phase of the case study in its entirety.

The aforementioned elucidates the two-pronged research design. These two distinct

phases collectively contribute to the development of the case study of the City of Cape Town's

Competency Framework Project. This thesis thus spans both these distinct phases: the backward-

looking component, which entails documenting the work already completed under the auspices of

the Competency Framework Project, stretching from the time periods of March 1999 to

December 2000, and a forward-looking component, in which the same sample, studied in the City

of Cape Town's project in 2000, is involved in the development of competencies using a different

methodology.
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4.2.3. FACTORS INFLUENCING RESEARCH DESIGN

The formative hypotheses identified at the beginning of the study actively informed the

research design as well as guided the study, as a whole. For instance, the last formative
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hypothesis, "The job analyses methods selected for the competency component have an impact on

the behavioural competencies generated" influenced the structuring of a follow-up study using

the same sample (used in stage 3, phase one of the project) but a different job analysis method.

These formative hypotheses were developed both from the literature survey as well as personal

experience gained on site of the project during 1999-2000.

4.2.4. IMPLICATIONS OF TWO PRONGED RESEARCH DESIGN

According to Leedy (1997) the case study, ethnography, grounded theory and

phenomenology are four of the more common qualitative designs that are primarily considered

interactive field research. In this case study, though, the first phase of the study was primarily

non-interactive document research; the second component, though, can be characterised as the

interactive research component. The existence of two such different phases within the case study

necessarily points to the need for two different approaches to data collection and sampling

procedures. From Patton's (1990, p.l 0) explanation of what kinds of data collection qualitative

methods comprise, it is obvious that both these approaches, though different, still reside under the

rubric of qualitative:

Qualitative methods consist of three kinds of data collection: (I) in-depth. open-ended interviews:
(2) direct observation: and (3) written documents. The data from interviews consist of direct
quotations from people about their experiences, opinions, feelings, and knowledge. The data from
observations consist of detailed descriptions of people' s activities, behaviours, actions, and the full
range of interpersonal interactions and organisational processes that are part of observable human
experience. Document analysis in qualitative inquiry yields excerpts, quotations or entire passages
from organisational, clinical or program records: memoranda and correspondence: official
publications and reports: personal diaries: open-ended written responses to questionnaires and
survevs.
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To facilitate clarity around these two phases of the research, as well as the procedures in

conducting them, they will be addressed separately.
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4.3. RESEARCH PHASE ONE: MARCH 1999 - DECEMBER 2000

4.3.1. UNIT OF ANALYSIS

Phase one of the study sought to document and analyse the project from its point of

initiation, in March 1999, to the development and validation of the pilot profile of the City

Manager, in December 2000. As such the unit of analysis for this first phase was the Competency

Framework Project itself.

The project itself was judged the unit of analysis, as it was the genesis of the design and

subsequent development of competency profiles. There were different stages within the

Competency Framework Project and it was deemed critical to explore each of these as it would

not have been defendable to take the liberty to assume that the factors that impact on the validity

of profile development were necessarily restricted to a specific phase. Whilst it may, at face value,

seem to have been logical to have simply studied the Competency Framework team's

methodology for developing the profile to search for clues, it was reasoned that the methodology

phase cannot be divorced from an understanding of the how the broader organisational context,

and the even broader changing landscape of local government impacted on the design,

development and, therefore, the ultimate validity of profile development; information contained

within different stages of the project. Support for this approach can be found in Patton's (1990)

explanation that evaluators using qualitative methods strive to understand a phenomenon or

programme as a whole. He states that the evaluator is driven to search for the totality, the

unifying nature of particular settings on the assumption that the whole is understood as a complex

system that is greater than the sum of its parts. Further, he explains, that the assumption infusing
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this approach is that a description and understanding of a person's social environment or an

organisation's political context is critical for overall understanding of what is observed. Thus, he

further elaborates, the holistic approach gathers data on multiple aspects of the setting under study

in order to assemble a comprehensive and complete picture of the social dynamic of the particular

situation or programme. For him, then, this means that at the time of data collection, each case,

event or setting under study is treated as a unique entity, with its own particular meaning and its

own constellation of relationships emerging from and related to the context within which it exists.

These observations succinctly capture the rationale for considering the entire Competency

Framework as the appropriate unit of analysis in phase 1.

As the unit of analysis entailed the project as a whole, it may be best to delineate the

various stages of this phase; such an understanding would be important to assess the strategy for

data collection. First, though, the general data collection strategy will be addressed.
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4.3.2. COLLECTION OF DATA FOR PHASE ONE

Although the data for the entire phase one was essentially documentary in nature, it

represented an aggregation of data collected from multiple sources. The specific types of

documents accessed to collect data will, however, be detailed under each relevant stage, below.

4.3.3. DATA ANALYSES FOR PHASE ONE

As suggested by Patton, once the raw data had been collected, a case record was written.

Although this step is optional, Patton's persuasive argument, that a case record pulls together and

organises the voluminous case data into a comprehensive primary resource package and integrates

all the major information that will be used in doing the final case analysis and case study,

prevailed. Ultimately, as he explains, the case record must be complete but manageable, include

https://etd.uwc.ac.za/



all the information needed for subsequent analysis and construction of the case study and be

organised at a level beyond that of the raw case data.

Patton's advice was again heeded in organising the case record both chronologically and

thematically, where appropriate, by editing information, sorting redundancies and scanning the

information to identify the parts that fitted together. This then formed the basis for constructing

the case study narrative (chapter 5 of the thesis) that Patton (1990, p.388) describes as:

... a readable, descriptive picture of a person or programme making accessible to the reader
all the information necessary to understand that person or programme. The case study is
presented either chronologically or thematically (sometimes both). The case study presents
a holistic portrayal of a person or programme.

To analyse case study data, Gall et al. in Leedy (1997) describe three approaches, namely

the interpretational, structural and reflective modes of analyses. By interpretational analysis, Gall

et al. mean" ... examining the data for constructs, themes and patterns that can be used to describe

and explain the phenomenon studied" (in Leedy, 1997, p.158). Further, they distinguish between

structural analysis as " ... searching the data for patterns inherent in discourse, text, events, or

other phenomena, with little or no inference made as to the meaning of the patterns" and reflective

analysis" ... using primarily intuition and judgment to portray or evaluate the phenomenon."

To analyse the data in this phase, an interpretational analysis, complimented by Guba's

steps, cited in Patton (1990), for converting field notes and observation~about phenomenon, was

conver ence" - in other words, figuring out which things fit toge!he!_- ~process that ultimately

leads to a classification system for the data. This process translated into an active search for

'recurring regularities in the data' as this signified patterns that could be thematically tagged.

Guba's rules of thumb that categories be judged according to the extent to which the data that

belong in a certain category "dovetail" in a meaningful way, or the extent to which the differences
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among categories are bold and clear, proved exceptionally helpful. Further, an essential step

proved to be a process of consistent reviewing of data and the classification system so as to verify
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the meaningfulness and accuracy of the categories and the placement of data in the categories

(Patton, 1990). A final principle that proved to be exceptionally useful in the process of analysis

was Patton's observation that the evaluation questions, identified at the beginning of the study,

guide the inductive search for patterns. For Patton such an utilisation-focused approach to

analysis often assists in ensuring that the findings do not become too abstract, esoteric, or

theoretical. In this vein, the formative hypotheses identified at the beginning of the study, and that

were used at the various points of analyses, will be highlighted at the relevant stages of the
\...-

research.

In sum, in order to reconstruct the setting and reality of this first phase of the project, with

all its complexities, it was necessary to immerse myself in the data wholly. From this process,

phase 1 of the project could be documented as a case-narrative, serving, thus, to disseminate

greater understanding of the phenomenon of competency profiling within the City of Cape Town.

This documentation process would constitute only apart of the research process, though; as the

_Qgc.umented-G0nt would then be further analysed to excavat: the themes evident from the data

that.shed.li t on the factors that impact on ~e validity <:>_fp~_o~ledevelopment. Having followed

this process, I cannot but concur with Patton's (1990) sense that the steps and procedures for

analysing qualitative data as suggested by Guba are neither mechanical nor rigid; on the contrary,

the process of data analysis involves both technical and creative dimensions. Patton (1990, p.405)

in fact, also illustrates Guba's sentiment on the matter:

The task of converting field notes and obsen vations about issues and concerns into systematic
categories is a difficult one. No infallible procedure exists for performing it.

https://etd.uwc.ac.za/



161

4.3.4. THREE STAGES OF RESEARCH PHASE ONE

4.3.4.1. PHASE ONE, STAGE 1

Stage one of the Competency Framework Project contained information around

the bigger organisational contexts as well as the extra-organisational contexts spawning

the Competency Framework Project.

4.3.4.1.1. COLLECTION OF DATA, PHASE ONE, STAGE 1

As stated before, although the data for this component was documentary in

nature, the documented texts represented such divergent viewpoints as that of the

broader HR team, the even broader organisational committees, as well as

viewpoints external to the City of Cape Town. The data collection process

entailed accessing, reviewing and, at a later stage analysing, the documents

prepared by the team on their study of the change processes in the organisation

and its impact on profile development; studying organisational documents around

the change process in HR and the organisation at large, and studying articles of

relevant bodies external to the organisation, but driving the process of change. As

project manager of this very project, I had physically been on site during this

period in 1999, and could also draw on the observations and experiences of my

facilitative role of the group process during this period. These experiences and

observations were recorded in the minutes compiled of group sessions.

4.3.4.1.2. DATA ANALYSIS, PHASE ONE, STAGE 1

The documentary data was thematically analysed in line with the general

process of data analysis as outlined in section 4.3.3. above. Ironically, there were

no formative hypotheses/guiding questions that corresponded with this stage and

that could serve as contexts against which the themes identified could
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o There is a standard recipe for generating competency profiles in all

organisational contexts

meaningfully be engaged with. However, one of the objectives of this study was

to address contentions around whether:

This objective was used as the context against which the themes identified

could meaningfully be engaged with.

4.3.4.2. PHASE ONE, STAGE 2

Stage two of the project contained data on the conceptual development of the

project and as such it included the relevant frameworks undergirding the project, the

internal logic for the design of profiles and the methodology for profile development. As

project manager of this very project, I had physically been on site during this period

spanning 1999-2000 and played a critical role in orchestrating project programmes,

activities and processes at both a team and organisational level.

4.3.4.2.1. COLLECTION OF DATA: PHASE ONE, STAGE 2

As stated before, data for this component was documentary in nature but

the documented texts had tapped varied sources, Iike the viewpoints of the project

team, the broader HR team and various internal decision-making bodies. The

documentary data }Vas collected by accessing, reviewing and, at a later stage,

~nalysing the documenrs compiled by t!!_e_Compe!ency_Framework Project Team

around the core conceptual issues.

Once again, as project manager, I could also draw on the observations and

experiences of my facilitative role of the group process during this period. These
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experiences and observations were recorded in the minutes compiled of group

sessions and my process notes offacilitating the workshops, meetings, discussions,

debates and other processes the team engaged in during this stage.

4.3.4.2.2. DATA ANALYSIS, PHASE ONE, STAGE 2

The documentary data was thematically analysed in line with the general

process of data analysis as outlined in section 4.3.3. above. Further, the formative

hypothesis that was used as a context against which the themes identified could

meaningfully be engaged with, was whether:
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o Stakeholder input has an impact on how areas of competence are

described and how they are understood

4.3.4.3. PHASE ONE, STAGE 3

Stage three of the project embodied the data on the development and validation of

the first pilot competency profile, namely that of the envisaged city manager's position in

the newly formed Unicity. The development of both the competence and competency

components of the profile was outsoureed to different consultants. The rationale for

recruiting personnel not in the employ of the City of Cape Town was to attain greater

objectivity in the process of data collection and development, as well as to secure greater

buy-in from the then CEOs, whom it was feared, would not as easily disclose negative

incidents to employees working for the City, lest it may prejudice them in the forthcoming

selection process.

4.3.4.3.1. DATA COLLECTION PHASE ONE, STAGE 3

As stated before, data for this component was also documentary in nature.

To document, delineate and present a discussion of how the content of a
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competency profile was populated and later validated, data was collected by

accessing records of the actual roll-out procedure, methodology documents on the

development of the competence and competency components, detailed interview

transcripts of the subject matter experts (SMEs), the final competency profile

developed and the notes on the validation processes. Yet again, as project

manager of this very project, I had physically been on site during this period in

2000, and could also draw on my observations and experiences as co-ordinator

and facilitator of the roll-out process during this period. These experiences and

observations were recorded in the process notes I compiled on the roll-out and my

facilitation of the outside consultants, who, in conjunction with the other team

members, conducted this component.
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4.3.4.3.2. DATA ANALYSIS, PHASE ONE, STAGE 3

The documentary data was thematically analysed in line with the general

process of data analysis as outlined in section 4.3.3. above. Further, the formative

hypothesis that was used as a context against which the themes identified could

meaningfully be engaged with, was:

o Racial composition of a sample is likely to have an effect on the

competencies generated

To examine the thematic patterns emerging from the data set in response

to the first formative hypothesis, "Racial composition" of a sample is likely to

have an effect on the competencies generated", the only "coloured" interviewee's

interview transcript was re-analysed to establish the SME's individual competency

cluster. The rationale was simply to interpret what this data set, compared to that
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of the collective behaviours of the group of mostly 'white' males, would reveal.

4.4. RESEARCH PHASE TWO: NOVEMBER 2002

4.4.1. UNIT OF ANALYSIS
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Phase two of the thesis sought to analyse the follow-up research component conducted at

the City during 2002. As such the unit of analysis for this phase was the group session conducted

to generate a set of behavioural competencies indicative of superior performance in the position of

City Manager.

This phase was a follow-up on a portion of stage three, phase 1, and as such necessitates a

brief sketch of its precursor: In October 2000 (during stage 3, phase 1, of the Competency

Framework Project) a pilot competency profile was developed for the envisaged City Manager's

position by externally appointed consultants, in conjunction with the Competency Framework

Team members. To develop this profile, a first cut competence component was developed from

source documentation. The then CEOs and/or Acting CEOs at the various Municipal Local

Authorities were selected as the sample to be interviewed at the hand of this first cut competence

component. Through intensive one-on-one three-hour interviews their input was enlisted in

compiling both the competence as well as the competency components of the competency profile.

The data obtained from these SMEs was then collated and compiled into a competency profile

that was submitted to them, as well as other stakeholders, for a process of validation.

Then in 2002, subsequent to permission having been obtained on the 29 May 2002 from

the Executive Director, Corporate Planning and Support Services City of Cape Town to conduct

a further research component using the same sample as used in 2000, I initially made contact with

the individual members of the sample telephonically. Through this medium I enlisted their co-

operation in conducting the follow-up study, explained the purpose thereof and set a date for a
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group session. I made it clear, though, that this time they were required to generate only one

component of the competency profile, namely the competency component of the City Manager's

position and that this objective would be attained using a different method of job analysis. The

SMEs volunteered dates that would suit them best and so a date, convenient for all, was extracted

from those submitted. I co-ordinated the effort of confirming a date for the group interview, as

well as providing general guidelines for the session, via e-mail. I also dispatched a letter ofthanks

for their co-operation. Given that 2 years had elapsed since the derivation of the first set of

behavioural competencies (Oct., 2000 versus Nov., 2002) I was confident that there could be no

contamination of responses or bias from the first round interviews. An additional factor that

bolstered my confidence in this regard was that SMEs' jobs did not result in their working with

the competency model developed. To ensure that the effects of the natural passage of time not be

interfered with, SMEs were requested not to prepare for the process at all and not to try and

locate a copy of the 'old' profile to browse through as this may have biased their responses.

4.4.2. SAMPLE
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For continuity between the two segments the same sample, interviewed two years

previously, was once again interviewed. As was the case in 2000, the sample selection was

effectively dictated to by the position under study. The position was that of City Manager and

hence the sample necessarily constituted the then CEOs and Acting CEOs - the only candidates

eligible to develop the profile of the envisaged City Manager's position. Traditional competency

studies draw on a sample of superior and average performers. This research component,

however, being a study of a single job incumbent position, the City Manager's position, meant

that the concept of 'average performer' was simply not applicable. The then CEOs of the various

Local Councils were appointed to their positions via a competitive process; a fact that can be

interpreted as an acknowledgement that the appointees were deemed to be the superior
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performers. Since these were the SMEs in the development of the original City Manager's profile

in 2000, it made complete sense to use them in the follow-up study.

4.4.2.1. Description of Sample

As the same sample was used, the race and gender descriptors of the sample

remained unchanged. Like in 2000, the sample comprised 6 SMEs. Although a sample of 6 is

considered small under most circumstances, this sample practically fully sampled what arguably

can be considered the most complex layer of the leadership echelon. In 2000, this total of6 out of

a possible 7 CEO's constituted an 85% sample. All 7 CEO's had agreed to be part of the project

but the CEO from the municipal local authority Cape Town was unable to complete an

uninterrupted interview with the team and hence the information elicited had to be discarded. The

sample represented the then 4 Municipal Local Authorities (Helderberg, Oostenberg, South

Peninsula, Tygerberg) and one Metropolitan Council. All6 SMEs were male, 5 of the 6 'white'

and one 'coloured'. All headed up Municipal Local Authorities in the same position of CEO but

the authorities were distinguishable from each other through their different political leadership,

organisational cultures, strategic vision, differently sized budgets and staff components. What

was, in fact, different in 2002 was that the sample's positions were no longer the same; effectively

the SMEs could now be referred to as 5 ex - CEOs and one ex - acting CEO within the context of

the City of Cape Town's structures. Also, since the data obtained from Cape Town's CEO was

discarded in the first round of profile development, he was not invited to the follow-up.

4.4.3. COLLECTION OF DATA FOR PHASE TWO
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Data was collected in the context of a group session, using a 'card system method' for

eliciting the behavioural competencies.

4.4.3. J. The card system

The rationale for choosing the card system to derive the new set of competencies
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was that it represented the antithesis of the critical incident method used in 2000: The
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critical incident method is regarded as a classical method of deriving competencies in-

house. Ideally individual SMEs are interviewed for an intensive three-hour period in

which a pool of behaviours is elicited via a structured interview guide. After the

interview, the interviewerls identify all the behaviours from the interview, coding both the

negative and positive behaviours and sorting them into piles of 'like-behaviours'.

Depending on the essence conveyed by these piles of 'like-behaviours', a competency

label, which conveys that essence, is developed and attached. Where the content of a

cluster has too little behaviour to justify its separate existence, a decision is made either to

discard the behaviour or to merge the behaviour with those of another cluster. In the

latter instance, the competency will have to be renamed and redefined to include the

behaviour now subsumed in its cluster. Competencies derived through methods like these,

as well as other classic methods, yield competencies languaged in organisational terms

rather than a generic manner - in other words, tailor-made to the organisations. In sharp

contrast to developing competency clusters at the hand of a qualitative data process of

sorting 'like' with 'like' behaviour, the 'card system' method adopts a group interview

format, lasting no longer than an hour and thirty minutes, and supplies a packaged model

or menu of 30 already developed competencies. From this menu system of 30

competencies with competency definitions, SMEs may simply select or identify the

appropriate competencies for the position under study. The card system, thus, is similar

to the generic models (housed in competency dictionaries) one often obtains for certain

job positions.

The card system as a method was borne from industry pressure which agitates for
<+

a method that can produce a product quickly. Consultants in industry use this system to
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offer their services in the areas of competency-based assessment, the development of

169

competency models to align HR practices and many other HR related issues. A consultant

in the field developed the competency cards, comprising this sorting instrument. He

explains that the competencies draw on the generic competencies found in many

competency dictionaries and which have been found to be predictors of superior

performance. Whilst there has been no research studies done on the reliability or validity

of this instrument, consultants refer to the high validity co-efficients of the competency

models, from which they were extracted, and which were derived scientifically in their

original contexts - often in 'first world' countries. In other words, invoking the issue of

the transportability of validity evidence.

4.4.3.2. Group session

Even though the card system could comfortably be administered in a group

session, this was not the only reason a group session was selected. The group session

seemed best to fit a group of individuals who could all hold their own within a group and

were still very high-powered individuals and as such had huge time-constraints.

Additionally, since they no longer occupied their previous positions and did not see each

other as often as before, a group session created a wonderful opportunity to bring

together a group of individuals who previously had served in unison on the City's Joint

Management Committee. Brown et al., cited in Patton (1990, p.17) added a final feature

that clinched the selection of the group interview:

Groups are not just a convenient way to accumulate the individual knowledge of their
members. They give rise synergistically to insights and solutions that would not come
about without them.

The purpose of the group session was two-fold. Firstly, to generate a set of
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behavioural competencies that would be appropriate and meaningful in terms of the Uni-

City's functioning and, particularly, necessary for superior performance in terms of the job

of the City Manager. Secondly, to subject these competencies, derived through the card-

system, to a face validation using the key performance areas derived in the initial study.

This validation was deemed critical to establish the SMEs' perceived impressions of the

effectiveness of a menu driven generic model in deriving behavioural competencies suited

to the key functions of the job, strategic objectives and other key drivers of the

organisation.

The card system was administered to the group collectively in the group session.

SMEs were facilitated through the process of deriving the behavioural competencies using

a 5 step procedure obtained from a consultant who had used the instrument in the past.

These steps were built into an interview guide that also included a sixth step that was

structured around the validation part of the session. This face validation process

comprised of a three-pronged interrogation strategy: It started with a level of enquiry

pitched at the job requirements, then moved to two progressively broader organisational

indices of significance. The strength of this three-pronged face validation strategy was not

only that it gauged the power of the competencies in meeting increasingly complex

organisational indices critical to the success of the organisation, but it also presented the

SMEs with three distinct bites to the proverbial cherry and the researcher with three

different yet sufficiently similar dip-sticks of the interviewees' responses. The value of this

sixth step, however, could have been further enhanced if the original close-ended

questions, developed in the 2000 process, had been replaced with open-ended ones. My

rationale for using the original set of validation questions was to repeat the validation

process as it was applied within the City; for the purposes of this study, though, open
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ended questions may have yielded even more valuable data than was already garnered.
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4.4.4. PROCEDURE FOR CONDUCTING THE GROUP SESSION:

A group session lasting 1hour 30minutes was convened in the Competency Framework

Project Office at the City of Cape Town Administration on the 19 November 2002. AIlS now ex-

CEOs, and the one ex-acting CEO, were present. The researcher, supported by the nominated

representative of the City of Cape Town, facilitated the group session. The group session was

opened by the following preface:

Thank you very much for attending this group session and participating in an exercise that

will help generate a set of behavioural competencies which is appropriate and meaningful in terms

of the Uni City's functioning. As you already know, this session will be exploring which

behavioural competencies are needed for superior performance in terms of the job of the City

Manager. This time, though, we will be using a different methodology to derive the behavioural

competencies. Because of your knowledge, experience, and involvement in the interview process

in 2000, you are especially well suited to help us in this process. So, once again, thank you for

co-operating in this follow-up study.

Before we proceed, there are a few remarks on the general process I need to bring to your

attention. Firstly, let me assure you that the confidentiality of your individual input will at all

times be assured. Given the nature of the current study, your input will be collated with the rest

of your group so that a final group product, as opposed to an individual one, will be attained.

Secondly, after this session your input will be analysed and the results fed back to you so that you

can verify the accuracy of the content, rectify perceived inaccuracies, add omissions and even add

additional insights you may now have. Finally, please feel free to pose questions at any point in the

process.
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The SMEs were then facilitated through the process in the following manner: "Firstly I

will facilitate you through the process of identifying the behavioural competencies using the "the

card system" method. Then I will lead you into a group discussion on your perceptions of the

face validity of the competencies. So, let us begin with the first step in the process of identifying

the competencies: I am going to give you a pack of cards containing 30 definitions of

competencies. I want each of you to individually select the 12 most important competencies,

those that would distinguish superior performance, from the pack. You may feel that there are

many you would wish to see included, but restrict yourself to those that are vitally critical for

superior performance. To assist you in your decision-making, firstly read the definitions of the

competencies carefully, so that you understand what they entail. Secondly, imagine that there

were 300 applicants for the job of City Manager and you have whittled the number of applicants

down to 5 by measuring the applicants against the minimum requisites for the post. Which

competencies are you now going to look for that will assist you to set the one apart from the four

other applicants? As you work through the pack of cards, set aside those you do not select as one

of the 12 most important. I will provide you with sufficient time to complete this task

meaningfully. Once you have completed this task, I will elicit your individual choices and write

them up on flip chart paper."

Once I obtained confirmation that all 6 interviewees had completed their task, I briefed

them on the second step: " I am going to randomly choose anyone of you to kick-start the

feedback process. Thereafter, I will move clock-wise around in the group until every one's

responses have been elicited and written up on the flip-chart paper"

As I recorded their responses I tracked the recurring competencies by marking them in a

different colour. When everyone's responses were obtained and recorded on the flip chart papers,

I counted the number of competencies elicited by the collective and focused their attention on
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them. The collective effort yielded 23 competencies. I then briefed them on the next objective,

which effectively constituted step 3. "Now that the group's collective list is up on the board in
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front, we shall start the process over again; this time with a focus on whittling the 23

competencies selected to the 8 most important competencies critical for superior performance as a

City Manager. This time, I want each individual to choose the 8 most important competencies

critical for superior performance as a City Manager. I will allow you to jot down your selection

on paper first. When everyone has completed, I will ask each of you for your choices. The

competencies are numbered, so you may simply call out the number of the competencies."

When everyone had completed and I started the fourth step of the process, namely

recording the first person's responses, a group member asked if the process could be adjusted by

allowing all those SMEs, who had also selected the competency recorded, to voice their support.

This, he persuaded, would allow for a robust debate on the appropriateness of including a

particular competency. Even though the request signalled a deviation from the process, albeit

slight, I conceded that it would, indeed, allow for a very dynamic process that would, in fact, be

permissible within the ethos of the qualitative methodology. Patton (1990) invests considerable

energy in discussing this dynamic, developmental perspective of the qualitative inquiry strategy.

The bedrock of this perspective is depicted by his sense that,

The qualitative-naturalistic approach to evaluation conceives of programs as dynamic and
developing, 'with "treatments" changing in subtle but important ways as staff learn, as clients move
in and out and as conditions of delivery are altered.

and
Naturalistic inquiry assumes an eyer-changing world ... Rather than trying to control, limit. or direct
change, naturalistic inquiry expects change, anticipates the likelihood of the unanticipated, and is
prepared to go with the flow of change Patton (1990, p.52 and p.53).

Hence, having elicited the first competency, "impact" and recorded it one the flip-chart, I

checked for support for this competency from the others. Robust discussion ensued where

everyone was unanimous about its relevance for the position under study but were not happy with
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the definition that accompanied it. Further vigorous debate led to consensus that impact should

be a critical behaviour in a larger competency, namely leadership. Thus, through a vigorous
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process of debate, the group decided not to include 'impact' as one of the 8 competencies, but as

a behaviour under the competency leadership.

From the very lively discussion certain key criteria guiding the decision-making process

emerged quite spontaneously, and seemingly unintentionally, from the SMEs. These were critical

as they informed the way they, the SMEs, reasoned and argued through the relevance of the

competencies in their endeavour to arrive at the 8 critical ones for superior performance as a City

Manager. Excerpts of some of these comments, which are indicative of the criteria that

spontaneously emerged, are included below to create a richer understanding of the process that

unfolded. The internal representative from the City also added her voice to this debate and

contributed to the decision-making processes of the group.

"Don't you think it will be helpful if we look at the definitions and compare that with the
job demands of the position"

" Yes, but would you say that that competency ismost critical for superior performance?"

"Won't you say that that competency is more applicable lower down in the
organisation?"

"But would the CEO be expected to do that? Will he not have someone to do it for him?"

In this manner I slowly moved down around the room eliciting the next competency and

subjecting it to the test of "Does this competency constitute a critical competency, over and above

threshold?" A lively debate would ensue, SMEs would read forth critical segments of the

definition, mull over what their peers had to say and in the end, through consensus, the group

would decide whether it is one of the critical eight or not.

https://etd.uwc.ac.za/



Another pattern that emerged in their process of whittling down the 23 competencies to 8

was a tendency to cluster competencies which were deemed to work together into a what was

considered to be the 'bigger umbrella' competency. For instance the group reached consensus
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that a definition of leadership should be rewritten to reflect the behaviours of the competencies

listed below. The reason offered by them is that according to their understanding of the

organisation, leadership in this organisation would require an illustration of those behaviours

encompassed in the competency cards of

Assertiveness
Impact

Oral Communication
Delegation

Self-confidence

Through this process of spontaneously organising competencies into clusters and then

matching it to what was considered to be the bigger 'holding competency' many of the 23

competencies were deleted from the list. Through this process judgment (embedding analysis;

decisiveness; problem-solving), initiative (embedding entrepreneurship; independence), relevant

knowledge (embedding business sense), building rapport (embedding teamwork and oral

communication) and staff development (embedding consideration; work-standards) were selected

as part of the eight competencies critical for superior performance.

As mentioned before, one of the other criteria that spontaneously arose from the group's

session was a 'sensitivity of the fit ofa competency' to the level of the position: "Won 'Iyou say

that that competency is more applicable lower down in the organisation? ": "Bul would the CEO

be expected to do that? Will he nol have someone lo do it for him?"

This principle saw the group reach consensus that 'planning and organising' should best be

discarded as one of the 8 most critical competencies as it a behaviour best delegated to the levels

below the City Manager's position.
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Finally, what was particularly interesting to notice was a monitoring or awareness of

quality trend, that again, was spontaneously put to the rest of the group by one SME who said

"OK. Let's see, we have a bunch of competencies fitting just the City Manager. .. leadership,

vision, relevant knowledge, judgment and initiative. Then we have a competency about his

relationship with other stakeholders (building rapport), a competency of his relationship with staff

(staff development) and one about his control of resources (management control) - seems

right ... ?"

Having successfully completed the first four steps and identified the 8 most important

competencies for superior performance as a City Manager, I briefed them of the fifth step of the

group session, which entailed ranking the competencies. However, one SME was emphatic that

" Ranking is not possible, even counter-productive maybe because different situations require

different competencies ... ". The rest of the group fully unanimously endorsed this sentiment and

hence the 8 competencies were not ranked from most to least importance.

I thus continued with the process and explained the sixth step that entailed doing a face

validation. The first question focused on the power of the selected competencies to enable

successful performance of the key performance areas of the position under study. As such the

identified competencies were interrogated against the key performance areas (KPAs) previously

identified for the position of City Manager. To facilitate the process of interrogation, the KPAs

were printed in large bold print and on single sheets of cardboard so that easy movement of the

KPAs, in relation to the list of identified competencies, was possible. There were eight KPAs

printed on cardboard, namely:

.To provide Corporate Strategic Leadership

• To ensure allocation, management and optimisation of resources

176

https://etd.uwc.ac.za/



• To facilitate the development of systems/strategies to deal with statutory
responsibility/provisions
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• To drive organisational performance

• To liaise with, consult and advise political office bearers

• To set up strategic partnerships/alliances

• To actively manage own development in line with organisational goals

• To set up systems/procedures to ensure adherence to organisational values

These KPAs were stuck up on the board one at a time and each time a KPA was put up I

interrogated it by posing a standard question: "On face value, do you concur that these are the

correct competencies to ensure delivery on this KPA?" Once their response was attained, the

next question posed was" Is there any competency that is glaringly missing orjust does not seem

to fit?"

The second level of enquiry shifted focus to its power to enable delivery on objectives key

to the survival and thriving of the organisation. Key to this interrogation was the standard

question posed to the group:

Would the behaviours making up these competencies help to deliver on the:

• Strategic objectives of the Unicity
• Care business of the Unicity
• Transformation objectives of the Unicity?

In other words, would you consider the behaviours to be supportive of or in direct
violation of what the organisation is espousing and working towards"

Finally, the third level of enquiry tested the power of the competencies selected to deliver

on the broadest canvas possible, within the context of the City of Cape Town: "Given the changes

in the landscape of Local Government, are there any competencies that are glaringly missing or

JUSl do 1101 seem to fit? '0
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4.4.5. DATA ANALYSIS, RESEARCH PHASE TWO:

Whilst the general principles of data analysis as outlined in section 4.3.3., above, were

applicable to this stage as well, the data collected during this phase also lent themselves to

organisation using rudimentary descriptive statistics, like establishing frequency distributions.

Further, the formative hypothesis that was used as a context against which the themes

identified could meaningfully be engaged with, was:
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o The job analyses methods selected for the competency component have an

impact on the behavioural competencies generated

As stated before, two data sets were worked with in order to give meaning to the guiding

question posed. The one data set was collected during phase two of the research design and it reflected

the response patterns of the SMEs at the various steps in the 5-step process of generating behavioural

competencies. These data were firstly organised through using rudimentary statistics, as mentioned

above, and then were thematically analysed to ascertain which patterns, ifany, could be gleaned from

this data. From this analysis an overarching theme, "Factors 'withina selected method' emerged. The

coverage of the sub-themes comprising this' theme, and the full results generally will be

comprehensively reported on in the next chapter. The second data set was yielded by the research

design referred to in section 4.4.1. p. 165. As stated there, phase two was a follow-up on a section of

stage three, phase 1. In this respect, the findings of these different phases were juxtaposed and the

content of their data thematically searched for meaning. From this analysis an overarching theme,

"Differences between selected methods" emerged. The coverage of the sub-themes comprising this

theme, and the full results generally will be comprehensively reported on in chapter 6.
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4.5. EXPLORING ISSUES RELATED TO VALIDITY

Leedy (1997) draws attention to the fact that although qualitative researchers are not in

agreement about how to address the conventional topics of reliability and validity, there is general

consensus about how the credibility of one's findings must be ensured. In this vein, AItheide and

Johnson, cited in Leedy (1997, p.168) list four types of 'interpretive validity' that they believe

should be used to judge the validity of qualitative research: AItheide and Johson's perspective

presents both a useful standard that readers could judge a qualitative work by, as well as

providing researchers with a useful yardstick against which to personally interrogate the work

they produce. The first of their types of interpretative validity, 'usefulness', they define as

" ... whether the report enlightens those who read it or moves those who were studied to action."

Their second, 'contextual completeness' they refer " ... to the extent to which a comprehensive

view of the situation was provided. Completeness can be achieved by including information about

the history of the phenomenon; the physical setting; the activities, schedules, and routines of the

participants; as well as their individual perceptions and meanings." The third, 'research

positioning', alludes to " ... researchers' awareness of their own influences (both subtle and direct)

in the research setting. These influences (e.g., beliefs, values, biases) must be made explicit so

that the readers can determine for themselves the credibility of the findings." Their fourth

interpretative validity, 'reporting style', gives credence to the fact that a researcher's choice of

reporting style has a noticeable effect on a study's credibility. To them this implicitly points to the

need for researchers to ensure that their reconstructions are perceived to be authentic (AItheide

and Johnson, cited in Leedy (1997, p.168).

4.5.1. STRATEGIES USED TO ENSURE INTERPRETATIVE VALIDITY
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Understanding the parameters of interpretive validity and being sensitised to the gaze the

reader brings to the scrutiny of the text, I constructed a case narrative (Chapter 5 of the thesis) to

https://etd.uwc.ac.za/



serve as the framework for any such scrutiny.

Additionally, of A1theide and Johnson's four criteria, 'research positioning' is the one

criterion that had to be candidly and fully explored from the vantage point of the researcher,

especially considering my relationship and role with the City of Cape Town. This becomes

especially important given that qualitative researchers are often described as being the research

instruments (Leedy, 1997; Patton, 1990). The significance of this, according to Patton (1990), is

that the validity in qualitative methods hinges to a great extent on the skill, competence and rigor

of the person doing the fieldwork. Such evidence that, an interviewer's tone, attitude and

reactions to the participant's responses or his/her failure to probe or probe responses consistently

may influence participants' responses, powerfully illustrates some aspects of this observation

(Dooley, 1995; Neuman, 1994). Another connotation of qualitative researchers being the

research instrument, according to Leedy (1997), is that the bulk of researchers' data collection is

dependent on their personal involvement in the setting. The latter had special salience in my case,

as I was the on-site project manager during the first phase of the project, from 1999-2000. This

fact considered posed compelling motivation not only to spell out the pros and the cons of my

involvement in the project, but also to elucidate the checks and balances devised to ensure

trustworthiness.

4.5.2. STRATEGIES TO ENSURE TRUSTWORTHINESS

4.5.2.1. Articulating research positioning

I was the project manager responsible for driving the conceptualisation,

development as well as the implementation of the project. This meant that I was

physically on-site for the duration of the project and was so close to what constituted

project life that I was in a position to understand the subtleties, complexities, and finer

nuances often lost through the differences in the public versus private faces of a project
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and an organisation. My hands on expenence meant I enjoyed the privilege of

understanding both the overarching contexts surrounding the project, as well as personally

interacting, bonding and sharing project experiences with the team members and the

various other stakeholders. One could argue that none of these aspects detailed should be

considered particularly problematic in that they describe the typical procedures researchers

engage in when doing fieldwork to collect the data for qualitative analysis. Within the

qualitative paradigm the researcher spends time in the setting under study, makes firsthand

observations of activities and interactions and even engages personally in these activities

as participant observer (Patton, 1990).

However, it is my past role and my close involvement, as an employee of the City

of Cape Town, that may signal major cause for concern. Firstly, when a researcher has

been deeply involved in a project, it is only obvious to question whether his or her

perceptions have been selective, skewed and even biased. It would only be natural to

question whether slhe has been myopic in terms of what was achieved, has perhaps

illustrated a penchant for framing events positively rather than in a balanced sandwich of

negative and positive gains and has, quite frankly, too much vested interest in the

outcomes. These concerns are real, major and, again ironically, raise questions often

particularly directed at the qualitative paradigm per sé. They are also concerns, at both

levels, that need to be adequately addressed if the findings of this thesis are to be

perceived as credible. As Patton (1990, p.55) so eloquently sums up:

Any research strategy ultimately needs credibility to be useful. No credible research
strategy advocates biased distortion of data to serve the researcher's vested interests and
prejudices. Both qualitative-naturalistic inquiry and quantitative-experimental inquiry
seeks meaningful, credible, valid. reliable, accurate, and confirmable findings.

The strategies and techniques engaged in to ensure credibility are discussed below.
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Often, though, one of the greatest charges undermining the credibility of

qualitative research is that it is subjective. Patton (1990) draws attention to this charge
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levelled at the paradigmatic level when he confirms that the stance of the researcher vis-a

-vis the phenomenon under study is a debate of great proportions among both

methodologists and philosophers of science. He powerfully sums up the tensions that

mark this debate:

The terms objectivity and subjectivity have become ideological ammunition in the
paradigms debate. The ideals of absolute objectivity and value-free science are
impossible to attain in practice and of questionable desirability in the first place
because they ignore the intrinsically social nature and human purposes of research.
Subjectivity, on the other hand, has such negative connotations in the public mind
that to openly advocate the value of subjective insight in evaluation research is to
risk undermining the credibility of one's work. My solution, as a pragmatist, is to
avoid using either word and to stay out of futile debates about subjectivity versus
objectivity (Patton, 1990, p.55).

However, having advocated that the terms subjectivity be side-stepped does not

mean that Patton naively is unaware of the potential threats posed by the human being as

the instrument of data collection. He emphatically states that the investigator, because

s/he is the instrument, has to reflect on, deal with, and report potential sources of bias and

error. Additionally he offers that a stance of neutrality, with regard to the phenomenon

under study, be adopted to ensure the credibility of the research produced:

This simply means that the investigator does not set out to prove a particular perspective or
manipulate the data to arrive at predisposed truths. The neutral investigator enters the
research arena ,....ith no axe to grind, no theory to prove, and no predetermined results to
support. Rather, the investigator's commitment to understand the world as it is. to be true
to complexities and multiple perspectives as they emerge. and to be balanced in reporting
both confirming and disconfirming evidence (Patton, 1990, p.55).

Having offered neutrality as a stance, Patton is the first to admit that it is not easily

attainable. Hence, he advises that all credible research strategies include techniques for

helping the researcher to become cognisant of and deal with selective perception, personal

https://etd.uwc.ac.za/



biases, and theoretical predispositions. He is adamant of his position that systematic data

collection procedures, rigorous training, multiple data sources, triangulation, external

reviews, and other techniques must be employed to produce high quality data that is

credible, accurate and true to the phenomenon under study. These are discussed below:

4.5.2.2 Techniques employed to ensure trustworthiness

Gall et aI., also cited in Leedy (1997, p.168), discuss eight strategies commonly

and proactively used by researchers to achieve ''trustworthiness'' in a qualitative study.

They elucidate six strategies, namely triangulation, member checking, chain of evidence,

outlier analysis, pattern matching and representativeness, which are employed to increase

a study's validity. However, only those of relevance or those used in this study will be

defined to facilitate greater understanding of the processes engaged in to achieve

trustworthiness.

By triangulation, Gall et aI., cited in Leedy (1997), refer to the process of using

multiple data collection methods, data sources, analysts, or theories to check the validity

of findings. The single most important idea they accentuate with reference to triangulation

is that if similar themes are noted in data collected from a variety of sources, the credibility

of the interpretation is enhanced. This technique was employed during phases one and

two of the case study:

In phase one, I sought permission, in writing, from the Executive Director,

Corporate Planning and Support Services City of Cape Town, to nominate the project

sponsor of the project as a content validator of the case study. As project sponsor, she

was the official accountable for the project to the organisation. As such her choice as

content validator was unrivalled in that her position placed her in a position to be able to
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corroborate the authenticity of facts, events and even the validity of findings reached - a

role tantamount to that of another analyst.

Similarly during phase two, I acknowledged that I had enjoyed an excellent

rapport with the SMEs in my past working role and even though the nature of the topic

was not particularly volatile or of a sensitive nature, I did not want to fall into the trap of

unwittingly influencing their responses. Reference has previously been made to the impact

the interviewer may have in the research process. With this in mind, my deliberate design

of the research, choice of the group session, use ofa different job analysis method and all

the other finer details relevant to the process designed, suggested that I consciously build

in a check and balance to guard against unwittingly influencing how the SMEs respond.

In this regard, I invited the nominated official of the City of Cape Town to accompany me

to and in the process.

On a different note to triangulation, Gall et al. explain member checking as the

process of having the participants review the research report for accuracy and

completeness. I threaded in member checking as a further technique during phase two as I

envisioned that it potentially could serveto either corroborate or refute my construction of

the participant's perspectives; in this way it could lead to greater accuracy via corrections,

revisions, or even additional insights.

In conclusion, this chapter endeavoured to trace the host of factors that pointed

to the use of a qualitative study generally and a case study particularly. The following

chapter represents a slight departure from the norm - of reporting on the findings that

emerged from the data analysis process. It presents, instead, the case narrative that was

constructed as a strategy to facilitate interpretative validity through presenting the reader

with a framework for their scrutiny of the text.
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CHAPTERS

CASE STUDY OF THE COMPETENCY FRAMEWORK PROJECT
IN THE CITY OF CAPE TOWN

5. CONTEXT SETTlNG

This chapter endeavours to elucidate the factors leading to the introduction of the

Competency Framework Project in the City of Cape Town, as well as document its

development and implementation during the period spanning March 1999 to December

2000.

The Competency Framework Project, initiated in March 1999, was staffed by an

externally appointed project manager and a multi-disciplinary HR team drawn from

across the Metro. This meant that HR representatives from all the municipal local

councils (MLCs), Blaauwberg, Cape Town, Helderberg, Oostenberg, South Peninsula

and Tygerberg, the Cape Metropolitan Council (CMC), as well as most of the major HR

functions (performance Management, Recruitment and Selection, Training and

Development and Organisation and Work-study), were involved in the establishment of

the project. Further, the team's membership was bolstered by the inclusion ofa 'project

sponsor' concept - a person to whom the externally appointed project manager would

directly report to and, more strategically, tum to in order to gain greater leverage in

promoting the project in the organisation. The project sponsor, in this case, was the

Manager of the Recruitment and Selection section.
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The project's brief was to integrate all HR activities and processes on a common basis

---:-a basis of competence. In the preliminary phase of the project the objectives were to:

• Develop and gain acceptance for a Competency Framework Model across the

Metro;

• Achieve common understanding of the terms competence, competency,

competency profile and competency framework as well as how these would

assist in integrating the HR subsystems;

• Develop a conceptual model that would present the key concepts and issues

undergirding the framework for discussion, as well as guide the work

programme of the project team;

• Systematically identify all the systems, and the elements incorporated in

them, within HR specifically, as well as the organisation at large, that have an

impact on the development of competency profiles;

• Reach agreement on the components of a competency profile from the

vantage point of the HR applications in which they are to be used;

• Develop the methodological tools for developing competency profiles; and

• Reach agreement on the basis for competency profiling.
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Study of the project documents during the time-period spanning March 1999 to

December 2000 revealed the existence of three distinct stages in the life of the project:

• Stage 1. Understanding the bigger organisational contexts spawning

the Competency Framework Project;

• Stage 2. The conceptual development of the project; and

• Stage 3. The development and validation of the first competency

profile, namely that of the envisaged city manager's

position in the newly formed Unicity.

The first two stages marked a robust process of understanding the organisational

needs and expectations from the project, integrating these into the conceptual

development of the project, and devising a communications strategy to disseminate

relevant information to key stakeholders about the project and its implementation. In

contrast, the third stage constituted the actual profiling stage. In this stage, practitioners

were intensively trained to apply the methodologies, developed for generating both

components of the profile, in a standardised manner. The skills they acquired were put to

test in the pilot profiling exercise - namely, developing a competency profile for the

envisaged city manager's position in the newly formed unicity.

It is important to point out that the documented data attests to further stages in the

evolution of the project beyond the year 2000. As there may be merits to describing

these stages, they will be briefly sketched. It is beyond the scope of this study, however,

to discuss or analyse these stages in any kind of detail: A fourth stage, thus, entailed

formally establishing a project office to house the project team and serve as a basis from
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which the project's goals, objectives and services could be communicated to even bigger

audiences within the unicity. Key outcomes for the project during this phase included:

• the generation and validation of competency profiles within the agreed upon

methodology and for all identified positions across the unicity;

• the presentation of formal training courses in profiling so as to increase the

number of skilled practitioners; and

• addressing issues around the establishment of mechan isms for ascertaining the

predictive validity of competencies.

Finally, a fifth stage extended the communication strategy to include networking

with National Metro Councils to influence movement towards the establishment of a

national profiling system.

5.1. STAGE 1: BROADER ORGANISATIONAL CONTEXTS
SPA WNING THE COMPETENCY FRAMEWORK PROJECT

5.1.1. HR CONTEXT

In the preface to a Human Resources strategy report tabled to the then

Corporate Services Committee of the City of Cape Town, in November 1998, the

Manager: HR, Ms Quince, drew on an article in the Harvard Business Review to

accentuate the key drivers influencing strategy that HR would be wise to heed in

leading their change initiatives within the organisation:
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The compctitrve forces that management faces today and will continue to
confront in the future demand organisational excellence. The effort to achieve
such excellence - through a focus on learning. quality. teamwork and re-
engineering are driven by the way organisations get things done and how they
treat their people. Those are fundamental human resource issues. To state it
plainly: achieving organisational excellence must be the work of human
resources (Quince. 1. 1998. p.l).

In the article, cited in Quince (1998) attention is drawn to four ways HR

could pursue to entrench an ethos of organisational excellence:

By being,

• A partner with senior and line managers in strategy execution;

• An expert in the way work is organised and executed;

• A champion for employees; and

• An agent of continuous transformation.

This set the context within which HR in 1998 engaged in much debate,

both within the organisation at large and HR specifically, regarding their delivery,

role and strategy. With regard to their role, it was resolved that HR would

essentially play three roles within the organisation, namely corporate, support and

advisory roles. Quince (1998) warned that HR's effort to accomplish these roles

depended on the effectiveness with which they address the key challenges, listed

below, which potentially could undermine delivery on them. These included:

• Conflicting demands and expectations arising out of the various

roles;

• Under resourcing and under funding of the HR function; and

• Specialisation and high staffturn over.
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Quince's report, also accentuated the fact that the City, in 1998, employed

12000 people and spent 61% of its operating budget on its human resources,

making it incumbent on them to mobilise their human resources, especially, more

effectively. This, it seemed, was a key other element undergirding the strategy

adopted. HR's primary strategy was embodied in a 3-5 year plan that sought to

develop an integrated approach to HR development This strategy was to be

managed through a careful balancing act in which ongoing maintenance work

would proceed whilst various projects were to be introduced to drive the

envisaged change.

The vision outlined in the strategy was two-fold: Leg one of the strategy

was directed at attaining a single competency model, the outcomes of which were

aimed at facilitating organisational flexibility and continuous improvement of

service delivery. The Competency Framework Project was only one project,

amongst others, earmarked to assist in accomplishing this goal. Other projects

included the:

'Integration of Education, Training & Development and alignment with

NQF', 'Implementation of Revised Pay Structure', 'Multi- skilling ofHR

Practitioners', 'Transformation of Relationships', 'Development of HR

Management System' (Quince, 1998, pp.4-5).
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The second leg of the strategy evolved out of the idea that in order to

deliver an integrated service, HR practitioners and support staff needed to be

multi-skilled across a range of HR functions. This component of the strategy
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would ensure that HR had the internal resources with the necessary skills to

deliver what the organisation required.

5.1.2. EXTRA-ORGANISATIONAL CONTEXT

Although the Competency Framework project was initiated in Cape Town

City Council in March 1999, the project's brief was extended to a metro wide

focus in view of the fact that local government was to be impacted on by

sweeping legislative change; change that would usher in a 'unicity' concept.

According to Lund (2000), greater Cape Town's seven local government

structures were to be transformed into one single city council - referred to as the

unicity or the City of Cape Town - post the local government elections in

November 2000. This essentially meant that the City's municipalities

(Blaauwberg, Cape Town, Helderberg, Oostenberg, South Peninsula and

Tygerberg as well as the Cape Metropolitan Council (CMC», and their 27 000

employees were to be integrated into a single entity.

This transformation was part of a greater plan for a single unicity in each

of the six urban areas - Durban, Port Elizabeth, East Rand, Johannesburg, Cape

Town and Pretoria. Driving this strategy was the vision that it would ensure the

establishment of financially viable and more efficient municipalities. This was

especially critical given that, in the last quarter of 1998, it was reported that some

350 councils of the 631, which reported to the Department of Provincial and local

government, were in financial trouble (Lund, 2000).
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But besides the legislative drivers fuelling this organisational change, the

Cape Metropolitan Area (CMA) faced challenges significant enough to prompt a

revisit of their functioning and structural organisation. In this regard, Lund

(2000) reported that in the CMA almost a third of the people lived in abject

poverty and almost another third hovered on the brink of poverty. In this context,

the reality was that service delivery models were being stretched in order to cope

with these and other serious problems. It makes sense therefore that the

envisaged overhaul of municipalities was aimed at:

Galvanising and co-ordinating metropolitan resources is aimed at improving service
delivery and tackling development challenges facing local government Lund (2000.
p.12).

But what exactly is meant by the phrases' ... improving service delivery'

and ' ... tackling development challenges'? According to Lund (2000, p.12),

service delivery concerns would practically be bolstered by a changed reality in

which " ... instead of seven tourism authorities, there would be one, with one

housing plan and one metro wide emergency service". Further, Schmidt (2000,

p.l) elucidates the meanings conjured up by the inclusion of the word

'development' with his observation that:

... municipalities are refocusing to emphasise not only service delivery but their
leadership and enabling roles especially in tackling poverty. social exclusion.
economicdevelopment. safety and the environment.

In sum, given that sweeping legislative changes were to impact the

landscape of local government, the projects introduced within the organisation

can be interpreted as measures aimed at enhancing the organisation's capability to

deal with the extensive envisaged change.
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5.2. STAGE 2. THE CONCEPTUAL DEVELOPMENT OF THE PROJECT

Having contextualised the broader organisational strategic factors as well as the

extra-organisational factors impacting on the introduction of the project, what intra-

organisational operational factors shaped the conceptual development of the project?

5.2.1. UNDERSTANDING THE KEY CHALLENGES TO BE
ADDRESSED BY THE COMPETENCY FRAMEWORK
PROJECT

The Competency Framework Project, to recapitulate, was initiated in

March 1999 in the municipal local council of Cape Town (or the City Council as

it was known) as part of its 3-5 year HR business-plan of initiating the vital, but

complex, step towards achieving organisational excellence.

The introduction of this, as well as the other leading transformation

projects, was a clearly articulated response to counter the key challenges that HR

identified and regarded as posing potential barriers to its effectiveness in

providing a holistic service (Quince, 1998).

These challenges, delineated below, were not only the major intra-

organisational catalysts for the inception of the project but they summoned the

project to tailor solutions to them.

5.2.1.1. DISCRETE BASES FOR DECISION-MAI(/NG IN HR
FUNCTIONS

Since its inception the HR function had been divided into vanous

specialities: Training & Development, Recruitment & Selection, Industrial
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Relations, Remuneration & Job Evaluation, Employee Assistance Programme,

Occupational Health and Safety, Organisation & Work Study and Personnel

Administration. The fact that these HR functions were often referred to by

different names across the metro (See Table 2, on the following page), though,

did not fuel the claim that the HR function was not integrated.

For an indicator as to whether or not the HR function was integrated, the

criteria for decision-making across the various functions had to be investigated.

In this regard, the same pattern was consistently evident across the various MLCs:

In all HR functions across the Metro, it was almost guaranteed that a prospective

employee was evaluated against a distinct set of criteria when entering the

organisation. Later in the employee's career, performance on the job could

potentially be evaluated against a different set of criteria or no criteria at all. It

was also quite possible that the employee is trained according to a menu of

available courses rather than because of the counsel given in a development plan.

Still further, another set of criteria could form the basis upon which the employee

would be remunerated. In other words, whilst it is almost always the case that a

prospective employee is selected because of his/her competency, it is quite

possible that the employee is later promoted because the line manager feels under

pressure to constantly communicate negative performance results and the

employee is paid because of tenure. In this manner factors often not related to

competence or performance in the job have the power to influence decisions made

with regard to monetary gain or occupational mobility.
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TABLE2
HR FUNCTIONS ACROSS THE METRO

BLAAUWBERG:

CITY OF CAPE TOWN:

• Recruitment & Selection

• Training & Development

• Organisation & Work Study

• Personnel Administration

• Employee Well-Being

• Labour Relations

• Health & Salet)'

• Training & Development

• Recruitment & Selection

• Industrial Relations

• Remuneration & Job Evaluation

• Employee Assistance Programme

• Training & Development

• Personnel Administration

• Industrial Relations

• Organisation & Work Study

• Occupational Health & Safety

• Administration & Utilization

• Health & Safety

• Affirmative Action

• Training & Development

• Recruitment & Selection

• Industrial Relations

• Training

• Organisation & Work Shieh

• Recruitment & Selection

• Benefits

• Industrial Relations

CAPE METROPOLITAN
COUNCIL:

HELDERBERG:

OOSTENBERG:

SOUTH PENINSULA
MUNICIPALITY:

• Industrial Relations - separate function with own manager
• HR Generalists who are multi-skilled in:

• Recruitment & Selection
• Joh Evaluation
• Organisational Development Intervention
• Employee Assistance
• Assistance at Disciplinary Hearings. Grievances &

Appeals
• Training & Development

TYGERBERG:
• Labour Relations
• Training
• Personnel Administration
• Organisation & Work Stud,
• Occupational Health & Safetv

Khan d al. (/999). Conceptual Documents (tIT .HetToConwdencr Framework Project. Compdencr
Framework Series: Document /. Cape Town: cer. Unpublished Document.
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The net result of such independent functioning of HR functions was that

employees were unable to ascertain which competencies the organisation

considered as advancing the goals of the business and would be prepared to

reward them for exhibiting consistently. In precisely the same way the various

HR systems, through using different criteria for their decision making purposes,

did not reinforce a consistent message that unambiguously said this is what this

organisation stands for, values and expects from its human capital.

The discrete basis for decision-making in HR functions, thus, presented

the project with the challenge to devise a common basis for decision-making that

could be threaded through all the HR functions and, in so doing, integrate them.
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5.2.1.2. INFLEXIBILITY OF LABOUR FORCE

Various directorates and/or clusters within the City of Cape Town often

experienced a situation where there was an abundance of labour in one area, but a

shortage in another. Yet, due to the rigidity of job descriptions, the respective line

managers faced with this dilemma could not redeploy or easily move people from

the area of abundance to the area of need. As soon as it was attempted to move

employees as much as 6° left of the content contained within the job description,

they would commonly resist on the basis that the work was not depicted in their

job descriptions. This situation presented the project with yet another challenge,

namely, to revisit the methodology employed in developing and writing job

descriptions.

https://etd.uwc.ac.za/



197

5.2.1.3. LIMITATIONS OF JOB DESCRIPTION METHODOLOGY

In the context of the organisation, the job description methodology used

translated into very detailed documentation procedures that essentially captured

work through identifying the tasks that had to be performed. Since tasks, in the

ever-changing work environments, were constantly put to business improvement

scrutiny or quite simply impacted on by technological changes 'how workers do

what they do' changed very quickly. The net effect of this rendered job

descriptions obsolete too quickly.

In addition to the susceptibility of tasks to change, there were also other

aspects of the job description methodology that prompted a re-look. There was

concern that the types of position/ job descriptors valued, and therefore captured

by the methodology, promoted a narrow understanding of what constituted

effective job performance. This perception was seemingly supported by the

components housed in job descriptions: Whilst the job description tended to

capture job demands, the job specification part of it captured the competencies

people needed to action the job demands. It is fair to deduce therefore that this

approach equated performance as being impacted on by two variables, namely,

job demands (as captured in the job description) and the incumbent's

competencies (as captured in the job specification). The impact of the

environment, though, was clearly not tapped via the methodology: Apart from

capturing such details as the job's designation, its organisational location (i.e.,

what service, directorate, branch it fits into), the main focus of the job, and the

organogram (depicting its graphic relationship to other positions), the job's
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purpose, per sé, was not derived in relation to either the bigger purpose of that

service, directorate or the organisation. In other words, the bigger organisational

picture was not sufficiently cascaded.

Further, the elements recorded in a job description component seemed to

equate work or performance primarily with the execution of job-related tasks.

This meant that an employee's input, as opposed to completed outcomes, was

valued whilst not overtly valuing 'how' the tasks have been executed (i.e.,

whether tasks were accomplished through utilising means that were sustainable

for the organisation in the long run). For instance, if a manager ofa business unit

seeks recognition for the fact that his/her unit has delivered on all their objectives

but his/her annual report also showed an 85% turnover in the unit, with staff

citing an autocratic leadership style, bum-out and unreasonable work loads as

prime reasons for leaving, the merits of the accomplishment is placed in a very

different light. In essence, the elements recorded in a job description tacitly

created an equation that seemed to suggest that job demands and individual

competencies are the only variables necessary to understand what impacts on

effective performance and how to assess it.

An even further limitation of the manner in which job descriptions were

developed was that it tended to portray jobs and varying jobs, within a family of

jobs, as discrete entities. This promoted an organisation of work in silos. Not

only did this lead to further rigidity and inflexibility in how functions are

performed, but valid and critical interconnections between roles and functions
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within families of jobs, and related functions, were also not necessarily forged and
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career progressions not proactively built in.

These methodological issues presented the team with a challenge to

choose or devise a methodology that, whilst not guilty of perpetuating the same

pitfalls, would nonetheless offer creative alternatives to real organisational issues.

In sum, as was stated in the preface to this section, whilst the 3 challenges

delineated in this section were the major catalysts for the inception of the project,

they also summoned the project to tailor responses to them. What, though, were

these responses?

5.2.2. INTERVENTIONS DESIGNED TO ADDRESS KEY
CHALLENGES

The CF Project was identified by the organisation as a crucial component

10 the HR strategy to integrate the HR functions on a common basis. The

operative words, though, are 'crucial component' as the content of the HR

business-plan categorically indicated the role of the other transformation projects

in the total strategy. Hence, this collective collaborated in designing a response

that contemplated to address and remedy the discrete organisation of HR

functions. The by-product of this collaboration produced the Human Resources

Systems Integrated Framework (HRSIF). figure 7, on the following page,

graphically depicts the HRSIF.
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5.2.2.1. THE HUMAN RESOURCES SYSTEMS INTEGRA TION
FRAMEWORK (HRSIF)

The HRSIF was conceptualised to overcome the independent organisation

of the HR function around dissimilar bases. In this regard, the framework

identified and documented all the critical components that, in their different ways,

would assist in achieving the ultimate goal of integrating all HR functions around

a common concept of competency.

The development and design of the HRSIF was positioned to ensure that:

• The HR functions are integrated on a common basis of competence

and competency;

• The HR functions serve as the appropriate power-houses/linkages to

assure the integrity of the various transformation projects' outputs; and

• Organisational capability to implement the envisaged changes IS

enhanced.

The HRSIF schematically represents the following components:

• Key Drivers. This component identifies those factors that provide the

main thrust for change and signals the fact that change does not

happen in a vacuum. The key drivers also influence 'what the

organisation does and how it does it '. As such, it is also the
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component that influences the methodology needed to organise and

understand work.

202

• Career Streams: Work is organised into work areas via career

streams. Career Streams, as defined by Vorwerk (2000) of the City of

Cape Town, set out developmental progressions that are vocationally

oriented in terms of the purpose and context of the workplace.

Further, they allow for vertical, horizontal and diagonal movement.

From the unidirectional arrow on the diagram it is evident that

the career streams inform the development of the skills plan and the

competency profiles. What this meant with reference to the

development of competency profiles is that profiles would be

generated per the various levelsIbands of a career stream, as opposed

to within discrete jobs;

• HR Functions: The relevant HR functions within the organisation are

individually listed;

• A fourth column lists such diverse elements as the skills plan,

employment equity plan and competency profiles. These elements

are considered the collective mechanisms for either directly or

indirectly integrating the HR functions. The skills plan, employment

equity plan and competency profiles act on, and influence, several of
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the HR functions and in this sense collaborate in integrating the HR

Functions. The profiles, in particular endeavoured to ensure that the

functions all operate on the basis of competence arid competency.

From the diagram it is evident that the mechanism for

integration is depicted as having a bi-directional relationship with the

HR functions component. This implies that both these factors impact

and influence each other. It also underscores the fact that no matter

how excellent the outputs of these interventions are, they have to be

implemented or actioned by the HR functions for authentic integration

to occur. In this sense, it is the HR functions that serve as the

appropriate power-houses/ linkage/s in assuring the integrity of the

various transformation projects' outputs.

203

Having scrutinised the role of the HRSIF, the need for a Competency

Framework becomes apparent. The HRSIF identified and documented all the

critical components that, in their different ways, achieve the ultimate goal of

integrating HR functions around a common concept of competency. It was never

intended, though, that the HRSIF sequentially map out the basis upon which

competency profiles would be developed, the methodology to be used in

generating them or their need for validation and integration into the appropriate

HR systems. This guidance needed to come from the framework that spawned

competency profiles, namely the Competency Framework Model (CFM).
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5.2.2.2. THE COMPETENCY FRAMEWORK MODEL (CFM)

From the CFM (See Figure 8, on the following page) 6 stages, that

sequentially map out all the critical steps for generating, validating and integrating

the competency profiles into the appropriate HR functions, are observable.

The first stage addresses such concerns as:

• Why the need for a Competency Framework (CF)':'

• What value does the CF bring to the way in which HR systems

are currently organised?

• What is such a CF all about?

With relevance to these concerns, the central position adopted was that the

Competency Framework Project sought to integrate all HR activities and

processes on the basis of competence and competency. To this end, the purpose

of the project was to develop a conceptual model, along with the methodological

tools, to inform the development of competency profiles that could serve as a

basis for integrating HR on this common basis. The competency profile, itself,

was earmarked as the tangible deliverable of this model and the project.

These competency profiles were intended to represent a standard

documentation of the criteria to be drawn upon by all HR functions. In so doing,

it would serve both as tools to integrate HR on the basis of competence and

competency, whilst emphatically stating what the human capital of business is
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FIGURE 8 COMPETENCYFRAMEWORK MODEL (CFM)
COMPETENCY FRAMEWORK

DETERMINE BASIS FOR COMPETENCY PROFILE

COMPILE COMPETENCY PROFILE

COMPETENCE
COMPONENT

COMPETENCY
COMPONENT

+
"WHAT'S IS TO
BE DONE" THE

BEHAVIOURAL
COMPETENCIES,
KNOWLEDGE &
SKILLS NEEDED
TO
DELIVER ON THE
'WHAT'

• KPAs
• OUTCOMES
• PERFORMANCE

STANDARDS
• KEY PERFORMANCE INDICA TORS
• RANGE
• PROFILE OF CLIENT. ..

&.Delivery

VALIDATE

FEED INTO APPROPRIATE HR SYSTEMS &
MODIFY WHERE NECESSARY•VALIDATE & MODIFY•EST ABLISH PREDICTIVE VALI DITY Khan et al. (1999). ConC!PfMal Documents (or .I/etro

Competency Framt!K·ork PrtJ;.cr. Competen<l' Framf!Work Series: D"",m.nl I. Cap. Town: CCT: Unpublisked Document.
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meant to achieve. Further, developing and validating competency profiles was a

significant initiative in that they were not only:

206

• An operational requirement and a legal necessity given the need for

valid, job-related criteria in all HR related issues, but they also

• Implored organisations to scrutinise all the criteria on which they base

HR decisions to ensure that none of the prohibitions of the EEA are

violated.

Further, stage 2 of the CFM, "Determine the basis for competency

profile," was a measured step in response to the concerns expressed around work

conducted in silos. Accordingly, a decision was reached at a Metro level that the

competency profiles be generated within career streams as opposed to individual

jobs.

Figure 8 also visually depicts stage 3, "Compile the competency profile ".

as the heart of the model. From the graphic the competency profile is

uneventfully depicted as comprising two components, namely the competence and

the competency components. In reality, though, the logic as to what would be

included was an issue that the project team vigorously wrestled with. It is, in fact,

the team's response to this debate that was key in determining which components

(i.e., was the profile to house both the competence and competency components,

or just the one or other"), as well which elements within these components, were
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to be included. The internal logic for the profile's design takes extreme

significance in that it is this very factor that attempted to pose a response to the

challenges brought through the inflexibility of the labour force and the limitations

of the job description methodology. Given the import of this issue, section

5.2.2.3., further on, intently delves into the internal logic of the profile's design.

Moreover, in figure 8 the competence component is characterised as

including:

• The identification of outcomes for each band 10 the career

stream;

• Outcomes delineated 10 terms of key performance areas

(KPAs);

• Outcomes measured against performance standards;

• Key performance indicators (KPIs) or the concept of using

observable evidence to glean whether the outcomes meet the

standards stated;

• Range statements or the concepts of delineating how far areas

of responsibility extend, as well as clarifying roles and

responsibilities;
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• References made to clients/end-users of a particular

product/ service.

The competency component is characterised as including the behavioural

competencies, knowledge and skills needed to deliver on the 'what of the job' as

well as the key organisational drivers.

The inset also graphically illustrates that the competency profile has to be

derived within the context of the strategic, transformation and service delivery

objectives of the organisation to give it the necessary balance required to be a

credible product.

Enmeshed in the various processes at stage 3 is a commitment that profiles

would be generated in accordance to the principles (See Table 3, on the following

page) that were devised by the team and endorsed by the relevant decision-

making bodies.

Stage 4 of the model elucidates the concept of validation with reference to

the generation of the profiles. The conceptual model makes it emphatically clear

that validation, within the context of the City of Cape Town, needs to mean more

than a significant sample of the relevant stakeholders concurring that:

• the competency profiles contain the relevant KPAs and outcomes;

• the KPAs and outcomes adequately capture the minimum standards

of the level in the career stream and are an accurate summary of the

outcomes at the level in the career stream; and
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TABLE 3

PRINCIPLES FOR GENERATING COMPETENCY PROFILES (CPS)

Principle 1: Reflective 0/ change
As work is conducted within ever-changing business contexts,
competencies within the CP need to be fluid enough to aligned to the
changing business context; as these contexts change, it should be reflected
in the competencies;

Principle 2: Participative

In generating the CPs the relevant stakeholders need to particip.
Consultation on the broad framework, Competency Framework Model
and the principles underlying the generation of profiles will take place
via the HR Technical Task Team on a Metro level;

Principle 3: Wit/lin legislative parameters

CPs should be validated so as to ensure that they reflect
valid criteria for the various HR systems to draw on;

Principle 4: Responsive to extra-organisational and organisational/actors

In generating CPs extra-organisational. and organisational factors (i.e.,
core business, strategic objectives and globalization) should be factored in.
As the CPs would be generated within the various bands within the career
stream/s it can be accepted that this principle would be adhered to;

Principle 5: Derivation subject to role clarification:
Before any of the elements in the CP are generated, clarity around the
various roles and responsibilities of incumbents need to be gained from
the various stakeholders. Additionally, the interrelationship of the
incumbent's role with other roles in the hierarchy needs to be fully
explored Khan dal. (1999). Conceptual Documents for ,limo Compdencr

FrtJltleK'orkProjed. Compdencr Framework Series: Documenr l,
Cape TO'K'n:CCT. Fnpublished Document:
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• the behavioural competencies developed will lead to differential

performance and the knowledge and skills requirements identified

are threshold requirements.

Over and above stakeholder validation, a deliberate process feedback loop

was included to allow for the content of the developed competency profiles to be

checked back to the strategic and transformation objectives of the organisation.

This step acted like a benchmark against which the content of the profile could be

interrogated to answer whether the competency profile:

• captured the critical competences needed to deliver on service delivery

requirements and shape the organisation that is needed in the future;

and

• identified the kinds of competencies needed to enable the organisation

to make the necessary' value shifts it needs to, i.e., whether it

comprised the competencies that would allow the organisation to tum

the tanker and sustain long-term changes to the organisational culture.

The team realised that this benchmark could comfortably also have been

the organisational scorecard, if there was one, as the key test of a competency

profile's validity really rests on whether implementation of its content contributes

towards, and essentially enables, the attainment of corporate objectives.
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Finally, the validation cycle started in Stage 4 is only completed in stage

6, where a long-term commitment is made that the organisation would conduct

predictive validation studies, over time.

Stage 5, "Feed into appropriate HR systems and modify where necessary",

takes into account the generic nature of the competency profile and allows for

adaptation to meet the individual needs of the various HR Systems.

Stage 6 concludes the validation stage and formally makes the

commitment that once competency models for occupational levels have been

developed and a system of competency assessment is applied in the various HR

systems, a data base of all employee assessments have to be maintained.

Research then needs to be undertaken to confirm whether the assessments scores

were corroborated by scores of performance on the job, i.e., it needs to be

ascertained that the competencies do in fact successfully distinguish between

superior and average performers and that the competencies are, in fact, predictors

of future success in the job.

Whilst the CF Model makes it abundantly clear that competencies and

competency profiles are the end product of the model, it by no means intends to

create the impression that generating profiles are an activity that happens

exclusively under the auspices of the Competency Framework Project.

Developing competency profiles are not ends in themselves; profiles are

developed for such organisational processes like the creation and filling of posts

or the creation of new organisational structures. Thus, in a competency-based

assessment process, competencies and competency profiles are end-results of a
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rigorous process, a distinct journey that is only part of a total destination. In this

destination, organisational design, job evaluation, recruitment and selection and

all other relevant HR functions work together to attain the final goal - that of

filling a post or creating new organisational designs. The CF Model, then, does

not deliver commentary on, map, structure or intend to manage these inter-

relationships between the various HR functions in this process. In the City of

Cape Town, the stakeholders involved in this bigger organisation process

collectively devised a mechanism to formalise the process flow. This mechanism

is discussed in the subsection below:

5.2.2.2.1. PROCESS FLOW FOR CREATING AND FILLING
NEW POSTS AND STRUCTURES

Figure 9, the " Process flow for creating and .filling new posts and

structures", lists the two catalysts for initiating the process flow and

illustrates the 3 phases critical to the creating and filling of new posts and

structures:

i. CATALYSTS

Include the two blocks labelled:

a. Key Drivers

The key drivers-block identifies the various factors that kick-start

the process of creating and filling new posts and structures. It is

also the part of the process that occurs outside of the volition of

HR members, i.e., factors and employees outside of the functional

https://etd.uwc.ac.za/
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areas influence the decision to fill posts and structures.

Subsumed under the bullets in this blockare:

• The political decision with regard to the capacitylies

required; and

• Basic conceptions of post (funding, service delivery

imperatives ).

b. Role players

This block on the diagram lists the process co-ordinator - 'keeper

of the process' -; the client " or the initiator of the request to create

or fill new posts or structures; as well as the members of the

various HR functions involved in the process.

Of the role players listed, the process co-ordinator and the

functional groups members have certain responsibilities! duties to

comply with in order to ensure the integrity of process flow. This

implies that these two kinds of role players need to:

• Know what each process-stop on the process flow is;

• Know what each functional group's key deliverables

are at a particular juncture and how it impacts on other

grou ps' processes;
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• Ensure that the major pre-requisites required for a

particular function to guarantee delivery, have been

complied with;

• Know and ensure that the products required from the

various other functional areas and processes, are

available;

• Deliver on what their respective functional areas have

agreed to and within the time-frame' and

• Deliver a quality, customer oriented service.

But apart from these duties, these role players also have

rights during the process. For instance, they have the right to insist

on access to any product they may require for their functionality.

Additionally, they have the right to insist that due process is

followed in providing a quality product within the time-frames

agreed to within the service level agreement

ii. PHASES

a. Phase 1: Project process planning

The process co-ordinator facilitates this entire phase: From the

point at which the request is received from the client, to the points

at which s/he invites all relevant role-players to a scheduled

215
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meeting, facilitates their interaction and manages the achievement

of the first phase deliverables. Over and above the first phase,

however, the process co-ordinator has specific responsibilities that

cover the entire process. These responsibilities include facilitating

a smooth and efficient flow of the overall process, tracking or

monitoring delivery on all outcomes and ensuring that the service

level agreement is complied with.

b. Phase 2: Investigation, documentation and
evaluation

This phase identifies the three HR functions involved in the

investigation, documentation and evaluation processes leading up

to the creation and profiling of a new post or structure. Each block

depicted on the flow chart during this phase is numbered to

illustrate the sequence of the functional group's involvement.

Additionally, the errd-deliverables of a particular functional area

and/ or the prerequisites that the functional area requires for

delivery are listed within each block. The process is monitored

and managed by a process co-ordinator.

c. Phase 3: Implementation

This phase identifies the 3 HR functions involved in the processes
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leading up to the filling of a new post or structure and the HR
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processes subsequent to the appointment of the candidate. As was

the case in the second phase, each block depicted on the flow chart

during this phase is numbered to illustrate the sequence of the

functional group's involvement. Additionally, the end-deliverables

of a particular functional area and/ or the prerequisites that

functional area requires for delivery are listed within each block.

The process is monitored and managed by a process coordinator.

It needs to be pointed out that the key deliverables

identified under the various functional areas represent the major

milestones to be attained during the various phases of the process

flow; they do not attempt to depict a complete process flow for

each functional area. It is taken as a given that this process flow

diagram is to be complimented by the process flow diagrams of

each individual functional area.

Having placed the CF Model, as well as the process flow diagram,

in perspective, the internal logic for the design of the competency profile

template will be addressed as it is the through this concrete deliverable

that the project attempted to respond to the challenges posed through the

inflexibility of the labour force as well as the limitations of the job

description methodology.
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5.2.2.3.1. COMPONENTS SELECTED TODEFINE THE
COMPETENCY PROFILE

5.2.2.3.THE COMPETENCY PROFILE TEMPLATE: INTERNAL
LOGIC OF DESIGN

Being cognisant of the fact that the purpose driving the job

analysis process within the City was to integrate all HR functions on a

common basis, an opportunity had to be created for the various functions

to articulate their needs. To facilitate the team in this process of deciding

what would comprise a competency profile, a set of core questions, around

the nature and purpose of the intended profile, was developed (see

Appendix 1). A two-day workshop was scheduled to serve as the forum at

which these issues could be addressed.

The multidisciplinary team was briefed to respond to these

questions with two distinct criteria in mind:

• The challenges posed by the changing organisation, be it at an

operational, strategic or extra-organisational level; and

• The types of decisions their particular function would make at

the hand of the competency profile.

These responses would then determine which components and

which mix of elements, within those components, needed to be inel uded in

218
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The team's responses to questions 1- 4 of Section A were then

the profile. The teams' responses to questions 1 to 4 of Section A are

captured in Section B of Appendix 1.

distilled to formulate a compass to signal which components are needed in

the profile (see Section C 0/ Appendix 1). This compass served as a

litmus test to confirm whether the right component/s (competence

areas/competency) have been captured and subsequently, whether the

right mix of elements'[ within the components had been included. For

instance, on the basis of the first criterion it was unequivocally confirmed

that the profile was to contain both the competence and the competency

components: Whilst it is common to include the competency component

in just about any form of job analysis document, all the representatives

from the HR functions were unanimous that the competence component

also be captured since it delineates the nature and end-results of what an

employee must do. Further, the criterion "A competency profile has the

appropriate mix of elements/components in it if its components allow for

the consistency of work standards at similar levels in the organisation ,.

confirmed the need for the adoption of the key performance standard

concept. In this way, the multi-disciplinary team had opted for the full

spectrum of elements to delineate the competence cornponent'' as well as

the competency component.

9 Competence areas differentiated in terms of KPAs. outcomes, KPls, standards, range, customer;
competency component into behavioural competencies, knowledge and skills
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In the face of this decision, the group had to contemplate whether

the competency profile would not be too comprehensive: For instance, a

function like performance management may well need all the detail

decided upon, but Recruitment and Selection may only need the key

performance areas, outcomes, knowledge, skills and behavioural

competencies. In the end, the debate around this issue was resolved very

practically: Given that the ultimate endeavour was to integrate HR on a

common basis of competence and competency, it was concluded that the

job analysis process should capture all the information required by all of

the HR functions. However, the rudimentary requirements (KPAs,

outcome and behavioural competencies) should be presented as a one-

page overview whilst the remaining detail is captured in the body of the

document. In this way the essential requirements could be glimpsed at a

glance, but a separate job analysis process is not required to generate the

further detail - that was housed within. Another bonus of the decision to

capture all the information required was that a manager could no longer

argue that s/he could not review performance because there was not a

performance management system; the profile clearly would present them

with the basis for decision-making and contracting with employees

regarding their performance regardless of a formal system being in place.
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5.2.2.3.2. RA TIONALE MOTIVATING THE SELECTION OF
THESE PARTICULAR COMPONENTS

Understanding that the criteria of the compass confirmed the

selection of the components, it is still fair to question how the team knew

about the components they opted to select. The knowledge of these

components ultimately resulted from key realisations that the team-

members arrived at through two simultaneous processes, namely:

• grappling with a growing awareness of the limitations of job

description methodology and the challenges arising from its

application; and

• understanding the utility implicit in applying outcome-based

methodologies - an understanding fully discussed below:

5.2.2.3.2.1. KEY REALISATIONS AROUND THE
UTILITY OF OUTCOMES BASED
METHODOLOGIES

Whilst still unclear about the methodological choices to be made,

the project team recognised that the shift to outcomes based

methodologies (as espoused by the National Qualifications Framework -

NQF) presented a potential solution to the dilemma of task-based

methodologies and piggybacked on this paradigm shift. This paradigm

shift became a key determiner of the type of methodology deemed
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appropriate for choosing or developing the competence component; by the

same token it precluded methods that captured work in terms of tasks.

A central virtue that made this shift so appealing was the process

of capturing outcomes instead of tasks as this ensured that an aspect of

work that is more impervious to change was being recorded. In other

words, the shift to outcomes unambiguously sent the message that 'how

you do what you do, as well as what you use to do it with, is most

susceptible to change'. The end-result (the outcomes or the results of the

tasks), though, often stay the same, or will not dramatically change with

time! Even more appealing of this shift to capturing work in terms of

outcomes, was that it would serve as an excellent response to the

challenge posed by rigid job descriptions and an inflexible workforce.

What was also convenient was that the standard fare of the NQF's

language comprised measures like outcomes, performance standards,

indicators, range, etc.; concepts that seemed to hold greater promise in

capturing the competence component more holistically. (The graphic

illustration of the competence component, in Figure 8, shows just how

persuaded the team was by this logic.)

Mindful of the requisites the methodology needed to produce data

for, the project team searched for options in a systematic and focused

manner. Eventually it was evident that no suitable packaged options were

available to deliver on the organisation's specific needs and hence the
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5.2.2.3.2.2. KEY REALISATIONS AROUND THE
IMPACT OF THE WORK CONTEXT ON
VNDERST ANDING JOB DEMANDS
ACCURATELY

project team opted to develop the methodology, for the competence

component, themselves.

The project team increasingly became aware that what an

individual does, i.e., the work performed by that individual, could not be

studied in isolation of the bigger work context. An individual's work

performance was understood as inextricably linked to the purpose of the

position, which in tum had to be linked to the purpose of the business-unit

or department. This, in tum, needed to be linked to the purpose and

reason of existence of the organisation. Consequently, there was a

concern that a simple shift to capturing work in terms of outcomes, devoid

of factoring in this bigger canvas of work contexts, could lead to work

being performed that was either in opposition to the business-unit or the

strategic objectives or would just not relevant to these at all. This logic

pointed to the inclusion of process steps to tap information on the

'Business-unit objectives' as well as the strategic objectives of the City.

Further, this concern spurred the team on in terms of developing a
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methodology that would include process steps for the interviewer to

interrogate the subject matter expert's responses against a yardstick of

organisational excellence. For instance, in developing the competence

component the interviewer needed to question whether the directorate/
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cluster in the organisation is doing the right things given the organisation's

strategic intent. Through further process checks the interviewer also

needed to interrogate the linkages between the work performed at an

individual level and its linkages to the strategic intent of the organisation,

i.e., probing whether the organisation's highest goals were correctly being

threaded through to the level of the employee. This step was critical if the

employee was to see that even work performed at the lowest level on the

organisational hierarchy has an impact on the organisation's capability to

deliver on its loftiest ideals.

Part of the challenge, then, was also about devising a methodology

that would not work from the assumption that every employee has already

interrogated what they do against the strategic intent of the organisation;

instead, the methodology structured a process of questions that ensured

that each designation's work outcomes is of value to the organisation,

supportive of the strategic intent and aligned to corporate goals of the

organisation.

Having focused on the impact of the bigger work context on

understanding job demands accurately, attention has to tum to the concern

raised around the limitations of job description methodology; concerns

that contend that the types of position/job descriptors captured in the job

promoted a narrow understanding of what constituted effective

performance. The ensuing section illustrates the strategy that emanated

from grappling with the dilemma presented by this challenge.
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5.2.2.3.2.3. KEY REALISATIONS AROUND THE
CONCEPT OF PERFORMANCE

To expand the understanding associated by the word 'performance'

the team deemed it necessary to increase the range of position descriptors

to include factors like:

• Scrutiny of whether the end-results have been satisfactory and in

compliance with the work standards, as formulated by the

organisation. This is the concept of a key performance standard

and it was positioned as an aspect that would shift the paradigm for

measuring effective performance radically. For instance a Director

of Housing, hypothetically speaking, would no longer be able to

claim that s/he has delivered on their work outcomes by building

the 50 000 houses, as contracted. To ensure that the outcome is

considered successfully completed, the houses have to have been

built in accordance with the performance standards set by the

organisation. This may entail scrutiny of the outcome against

previously agreed to standards of performance, like whether

customer requirements, acceptable building standards, health and

safety protocols, cost, and other factors have been complied with;

• Key performance indicators, i.e., whether observable evidence is

accessible and can be studied to confirm that the outcome has been

delivered and conforms to the standards set for its execution;
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• Identifying and recording the variety of situations/circumstances

an incumbent is expected to perform this outcome in. This

information typifies the concept of range and the value of its

inclusion is that it points to the impact of the job in the

organisational hierarchy; range delimitations are especially critical

for job evaluation purposes;

• The concept of identifying who the 'client-s' or the end-users of

the outcomes delivered, are. The inclusion of the 'client/s ' column

signaled a shift in consciousness as it was rare for employees

rendering an internal service to regard the recipient as being a

customer/ client, and being worthy of treatment as such.

• Key performance areas (KPAs); KPAs constitute the identification

of the main areas of responsibility or the scope of the work. These

areas reflect the semantic categories that emerge from grouping the

types of outcomes an incumbent performs.

How, though, did extending the range of position descriptors

enhance the understanding associated by the word 'performance")

Through the act of coupling the evaluation of a completed outcome

to an assessment of whether measures of performance standards and

indicators have been met, a more complex and dynamic understanding is

brought to what constitutes the job demands component of effective

https://etd.uwc.ac.za/



227

performance. A once uni-dimensional portrayal of outcomes is instantly

transformed into a multifaceted one: An outcome in this context can be

depicted as a centrally located object around which key performance

standards, indicators, range, client all orbit forming an intricate

relationship. In this arrangement, the properties of these elements in orbit

refer back to the outcomes; they are like overlays that qualify the outcome,

forming, at once, a valuable context without which the outcome cannot be

understood completely or holistically.

However, whilst this expanded range of position descriptors would

provide a more holistic context to the job demands component, it still

would not address the environmental impact on performance. As has been

pointed out before, to value this perspective the methodology prescribes

the capturing of information with regard to the strategic and business

objectives and their impact on the position under study. With this aspect

added, the constellation of elements in the new methodology could claim

to have created a multi-facetted understanding to what constitutes

performance; it could unequivocally show that job demands are arrived at

through cascading the organisational/ environmental factors into the

equation so that synchrony between job demands, the environmental

drivers and individual competencies is attained.

Having closely studied which components were selected to define

a competency profile and why, it is important to ponder the internal design

informing the format or structure of the profile.
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5.2.2.3.3. FORMAT OR STRUCTURE OF THE
COMPETENCY PROFILE

The team opted for developing a competency profile template that

would, at once, value both what constituted the current index of

effective/superior performance, as well as the envisaged emerging index

of organisational effective/ superior performance. The current index of

performance comprises both the competences and the competencies

required by an individual, and the group of individuals at that level of the

position, to ensure effective/superior performance in the position. In

contrast, the emerging index of organisational performance seeks to

capture those emerging organisational competences and competencies that

the organisation requires to tum the proverbial tanker and sustain course in

this new direction. These competences and competencies are thus

applicable to all employees, across all positions in the organisation.

It is important to point out that the use of the word 'template' in

this context is thus very deliberate; its usage denotes that a competency

profile, irrespective of the position under study, will always comprise

these standard two categories of information:

Cl The current index of effective/ supenor performance (also

referred to as functional component of the CP) that draws

directly on the functional elements of the actual work done, as

well as competencies that enable effective/superior
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in the various positions. The content reflected in the

performance on these. Consequently, the content of this

component changes as a function of the position under study.

In sum, then, this first category is a distillation of the functions

of a position and the key competencies that drive them and as

such it has relevance for all employees at a particular level in

the organisation; and

CJ The index of emerging effective/superior organisational

performance also known as the organisational component. This

component is influenced by the organisational objectives and

even broader extra-organisational drivers like changing

legislation, proposed changes to the fabric of local government,

etcetera. The competences and competencies captured at this

level will be evident in all competency profiles, across all .

positions in the organisation; the only differentiation evident

will be in terms of the level and complexity of the competency

competence component must thus at all times synchronise with

the roles and responsibilities corporately agreed upon as

constituting work at this level.

The selection of this 'template' design, thus, adds a fascinating

dimension to the reading or interpreting of competency models: At the

usual level, it reflects the competencies necessary from individual workers
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to ensure effective/superior performance. However, at a different level, it

reflects what is necessary in the behaviour of all to enable a shift in the

culture of the organisation.

5.2.2.3.4. BASIC TENETS OF A METHODOLOGICAL
APPROACH FOR GENERATINGA
COMPETENCY PROFILE TEMPLATE

Armed with the knowledge of which components a competency

profile template needed to include, as well as the key challenges it needed

to address to overcome the limitations of the job description methodology,

the project team approached the issue of developing a methodology. The

central consideration regarding the design of a methodologylies was that it

needed to address the development of both the competence and the

competency components (as illustrated in Figure 8, p.205). Further

operational considerations were:

• that a pilot profile was to be developed for a single incumbent

position - that of the envisaged city manager- where the

SMEs, the current chief executive officers, had no experience

in this new, higher level position; and

• that this position was to unfold within the landscape of local

government which was set to change radically.
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From these considerations it was inferred that the methodology

needed to be responsive enough to tap sources that would enable the

forward-looking component of the new job, as well as the changing

macro-organisational environment, to be studied. This was especially

critical considering that certain factors integral to accurate profiling of the

city manager's position already would essentially be unknown within the

projected time-frames assigned to the completion of the profiling process.

One such factor was the macro-organisational design that, in terms of then

Municipal Systems Bill, could only be embarked upon post the

appointment of the city manager. Developing competency profiles in the

on the process of profiling profoundly as it effectively:

absence of such a finalised macro-organisational design inevitably impacts

• shrouds the vertical and horizontal relationships impacting on

the position of the city manager;

• leaves practitioners unclear on the number and types of direct

reports evolving from the position; and

• leaves practitioners unsure about the authentic roles to be

claimed by the position under study.
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Learning emanating from previous experience within organisations

often sternly cautions that where the full macro organisational design is

unknown, the incumbent's position may end up being either over-inflated

or undervalued during the process of job evaluation. Over-inflation results

when all the significant accountabilities and responsibilities are claimed

by a prospective incumbent and his/her manager participating in the job

evaluation process of that position. Post the evaluation of the job,

however, organisational reality may prove that the incumbent has been

awarded responsibilities far in excess of the actual accountability and

responsibilities of the position. Then, though, it is too late as the

incumbent is already in possession of a salary commensurate with the

evaluated level of the post. The converse, of course, is also equally true.

Hence legally and logistically these were factors that the methodology

needed to be responsive to, and have developed strategies for managing, if

it wished to render a final product that is valid and credible enough be

defensible in a court of law.

Additionally, the methodology of necessity needed a developed

response to the fact that the City Manager's position was distinguished by

two differing thrusts: One was that it would need to carry forward some of

the KPAs of the current jobs of the CEOs; in other words, everything

would not change. Simultaneously, however, there were significant

aspects of the new position that were going to change and change

significantly. One such aspect was the scope of the job. Another aspect
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was the fundamental shifts in the area of developmental local government,

specifically and the extra-organisational environment, generally. To

ascertain what would be carried forward versus what would be deemed a

change, the team had to clearly understand what the current portfolio

encapsulated.

A further factor of significance that influenced discussions around

the design of an appropriate tool was the issue of the CEOs' availability.

It was reasoned that at this level in the organisation it was simply not

practical to think of capturing data via in-depth questionnaires. This point

was entrenched when the team realised that the usage of fairly unfamiliar

and new terms like KPAs, KPIs, performance standards, range etc.,

necessitated a medium (like structured or semi-structured one-on-one

interviews) in which the interviewer could promote and monitor correct

understanding of the terminology used.

A final factor that the team had to contemplate in its deliberations

around methodology centered around the pros and cons of who would

physically develop the profile. There was consensus from the team that

the development of the competency profile be outsoureed to consultants.

This was motivated on varied grounds: Firstly, the prospective City

Manager's position was the highest in the organisation. In stark contrast,

the team members generally were relatively junior. Secondly, the

selection scenario was quite tense in that all current CEOs, plus an un-

quantifiable number of external applicants, would effectively be vying for
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one position. It was conjectured thus that if the entire process, from the

development of the criteria to the actual assessment process, was carried

out by persons both external to the organisation, and oblivious to the

politics of day-to-day organisational life, it may do much to assure the

eEOs of a more credible, fair and objective process. This agreed,

consultants were selected on the basis of an evaluation process. Further,

given that the 2 components of the competency profile required differing

expertise, it was agreed that 2 different consultants be appointed to

develop the respective components. Having thrust the responsibility of the

actual profiling process to consultants, what then would the role of the

team-members be? Whilst the team was unanimous that the credibility of

both the process and the content produced would be enhanced through

using consultants, they were resolute that their role entail shadowing the

consultants so that maximum skills transfer could result.

These issues considered, what were the methodological choices

made regarding the competence and competency components? For the

purposes of absolute clarity it is perhaps best to separately address the

methodological choices made.

To recapitulate, from the many processes the team engaged in the

process of refining the internal logic of the profile's design, it was agreed

that the development of the competence component needed to include

methods to tap information about:
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• The designation;

• Main focus/purpose of the position;

• Business unit objectives;

• Strategic objectives of the organisation;

• Organogram (reflective of the macro organisational design and

including the orbit of other occupational positions impacting on

the position under study, be they vertical or horizontal);

• Projected career path progression; and

• An analysis of the 'what' of the job, delineated in terms of the

functional and organisational components. The functional

component would include the KPAs, outcomes, performance

standards, KPIs, range and client components and the

organisational component, the generic KPAs and outcomes.

Having reviewed the technologies available, the team decided on a

mix of methodological strategies to derive these components. To analyse

work into its component parts, a functional analysis approach was

followed. To develop components reflective of a wider understanding of

performance, a method was devised that aimed at capturing and recording

the competence component of work in terms of outcomes, KPAs,

performance standards, KPIs, range elements, strategic, directorate and

business unit objectives etc. Developing the latter entailed 2 steps:
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Firstly, developing a conceptual framework in which:

• each competence component is defined and illustrated

by means of examples;

• the key principles, to be heeded in the formulation of

these components, are stipulated; and

• criteria are developed to interrogate the formulation of

each component.

Secondly, developing an interview guide outlining the key

questions to be posed in eliciting the various components. It was only out

of the extensive learning of the first round interviews that a four-tiered

card system was developed that pictorially illustrated the shift to profiling,

symbolically explained the components, provided a standard set of

questions to elicit the formulation of the various components, as well as

provided a standard set of questions to validate information, both from the

practitioner and the client's vantage points. In the 'Guide to Conceptual

Framework Documents', Khan (2002. p.2) elucidates these aspects:

The Card System: A series of white, blue, yellow and green cards that
effectively serve as tools with which a practitioner can:

• Orientate the subject matter expert (SME) or client to the
rationale for the shift to profiling as well as illustrate, by way
of examples, the components of a competency profile (White
Card System)

• Pose standardardised, sequential questions to elicit responses
from the SME or client to generate the various components
of the profile. The Blue Cards are printed on both sides,
with the flip side demonstrating the format for writing the
various components. This card system is used to generate a
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• Appraise existing position analyses validate

profile from scratch or to generate missing components to a
validated profile. (Blue Card System)

• Apply a standardised, sequential series of checks and
balances to interrogate his/her logic in formulating the
components of a competency profile. It is used after the first
draft of the profile has been compiled (Yellow Card System)

• At any time in the interview access a quick reference
glossary to focus attention on a specific definition of a
component in a competency profile (Green Card System)

Lastly, a skeletal analysis of the process that guided the

development of this component of the profile is as follows:

• STEP 1. Choose/develop an appropriate methodology, in

line with key principles and including

discussion of sample selection;

• STEP 2. Apply relevant strategies to establish all aspects,

both current and new, of the work;

applicability to current situation, i.e., collate all the

existing KPAs from the vanous contracts of

employment and subject these to intense scrutiny to

ensure that they are measurable and in synchrony with

the relevant role;
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• Ascertain what new KPAs and forward- looking

components need to be built into the envisaged job of

City Manager, through:

o Studying such sources as the relevant

legislation, like the Municipal Systems Bill, and

the Unicity Commission publications); and

o Conducting interviews with the appropriate

role-players from the Unicity Commission as

they represent the voice of the new employer.

The role-players to target in order to establish

what the forward-looking elements of this new

position are, are the HR component and

technical advisors.

• STEP 3: Select an additional multi-disciplinary team Metro

team from Selection, Compensation, Training &

Development, etc. to shadow the process of

generating the competence and competency

components of the competency profile;

• STEP 4: Train selected team in application of methodology;
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• STEP 5. Compile first-cut competence component from source

documents;
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• STEP 6: Communicate process and strategy:

• STEP 7: Coordinate logistics of the role-out process

• STEP 8: Generate/validate both components of competency

profile through one-on-one interviews.

Having perused the factors that shaped the development of the

competency component, it is fair to ponder how similar or different the

methodology for the development of the competency component was.

Gleaning from the team's previous processes it is evident that

development of the competency component needed to include methods to

tap information about:

• behavioural competencies;

• knowledge; and

• skills.

Selection of the methodologylies to generate these components

was balanced by consideration for involving all of the stakeholders all of

the time (which ensures a high level of participation, but poses a high

premium on the organisation's time) versus the practical realities of the
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workplace (as measured by limited time, finance and resources). This

tension considered, the team weighed up the merits and the demerits of the

critical incident method, behaviour event interview and repertory grid

methods against each other in order to decide upon the appropriate method

for the organisational context.

The critical incident method was chosen above the other two

methods as the internal team members had positive prior experiences with

the method as well as the quality of the data yielded by it. Additionally,

the fact that the team was already skilled in using the method further

corroborated the choice. The rationale clearly was that additional training

would serve to further boost practitioner's levels of confidence in applying

the method.

Apart from these obvious benefits implicit in the use of the critical

incident technique, the team also anticipated some challenges in its use.

Firstly, gleaning from the team's breakdown of the elements comprising

the competency component, it was patently clear that using the critical

incident interview would not have yielded data to compile the knowledge

and skill requirements. Further, the organisation's definition of the

competency profile, as comprising both a competency and competence

component, led to the team questioning what role the functional context of

work would play in the generation of behavioural competencies. This

became especially important as some of the functional contexts were new

and hence there was no guarantee that using the normal format of eliciting
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behaviour would generate behaviour, and subsequently competencies, that

would allow for superior performance in these contexts.

These organisational needs, then, acted as the catalysts prodding

the adaptation of the critical incident interview. Normally, the critical

incident interview is structured through applying the EAR model in

eliciting behaviour from SMEs, i.e., a series of questions direct SMEs in

the recall of an event or incident, their actions during the event and the

consequent result of their actions or behaviour. Thus, in the un-adapted

critical incident, details of the event or incident are probed in the

following manner: "Tell me about a rime when you, or someone you knoll'

(and occupies the same position as you do) was really effective in how

you/they dealt with the situation ". In critical incidents the questions are a-

contextualised because the idea is simply to harvest behaviour that is

indicative of superior, effective and ineffective performance. However,

given the organisation's need to harvest superior, effective and ineffective

behaviour from the key performance areas identified as the critical arenas

of performance, these a-contextualised contexts were now job-

contextualised. In other words, the specific KPAs derived from the

competence component became the net through which incidents, about

superior, effective and ineffective performance, were harvested. Thus, if a

KPA was "To provide corporate leadership" instead of simply asking:

"Tell me about a time lhát you je Ityou simply shone in how you dealt with

an incident ... ", the specific leadership KPA was inserted so that the
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question was transformed to read: "Tell me about a rime that you were

simply proud of how you, or a CEO you knew, demonstrated corporate

leadership ."

Another adaptation was directed at the development of the

knowledge and skill components. To be technically correct, however, this

really constituted adding on an additional step to the interview, rather than

adapting the existing structured critical incident interview format. SMEs

were thus asked to reflect on the position of the City Manager holistically

and identify the minimum requirements, in terms of knowledge and

professional proficiencies, incumbents must have to be successful in the

job. To guard against false and unnecessary requisites being identified as

threshold requirements, SMEs were thoroughly interrogated as to the

reasons why the suggested requisites were deemed important.

Additionally, they were asked to contemplate whether these minimum

requirements could be acquired through training, and therefore could

learnt with time on the job, or whether it was essential for the prospective

incumbent to be proficient in it on day one of the new job. Again, they

were intensively probed on their reasons for their particular choices. In

the view of the dictates of the EEA around the job-relatedness of criteria,

SMEs were informed of the Act and then their responses were recorded in

writing. This process was hoped to signal to the SME the seriousness of

the process.
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Yet, a further step that was added on to the adapted critical

incident interview was to elicit incidents from S:MEs to generate the

forward-looking competencies. These forward-looking competencies

would comprise the index of emerging effective/superior organisational

performance or the organisational component. In developing the forward-

looking competencies, the KPAs selected to represent the index of

emerging effective/ superior organisational performance, during the first

round of interviews, served as the net to harvest behaviour. In this regard,

interviewers continued to work within the EAR model but encouraged

S:MEs to draw on incidents of other role-players, in sister organisations but

in similar positions as theirs, if they did not have incidents in their own

behavioural repertoire.

Unlike with the competencies developed for the current index of

effective/ superior performance that drew exclusively on one-on-one

interviews with S:MEs, this component of necessity had to tap other

sources. As was evident in the development of the competence

component, the team clearly understood the limitations of exclusively

interviewing current incumbents on the emerging or future competencies

of import. To compensate for this limitation the team had to ascertain

what the new "end in mind" or the emerging and new vision for

developmental Local Government was. In this vein, relevant legislation

and key transformation documents (Municipal Systems Bill of 1999,

especially 'Schedule One: Code of Conduct for Municipal Officials',
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White papers (Batho Pele: People first; Transformation of the Public

Service) as well as the "Values, Code of Conduct & Professional Ethos for

the City of Cape Town Employees") were meticulously studied to extract

the new end in mind, as well as identify the behavioural indicators

underpinning these. These new envisaged outcomes, the emerging

behaviours of consequence, as well as the behaviours obtained from the

SMEs, were the data that informed the process of competency building.

It was an accepted principle throughout, though, that these

forward-looking competencies simply constituted the researched first

draft. As such they had to be presented to SMEs and other role-players for

face-validation to ascertain whether they would enable the "values-shift"

envisaged in the Uni-City and if not, whether they should be discarded,

amended or supplemented.

Having concluded what the methodological choices with regard to

the competence and competency components were to be, the team still had

a final issue to resolve at this stage, namely the format the communication

strategy, to disseminate information about the project and its

implementation, would take.

The team deliberations around what would constitute a successful

strategy were informed by two key insights:

• that any specialized field of study can prove to be immensely

technical and full of jargon, especially to line managers, who
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need to clearly understand the central issues and how they

impact on their staff;

• that to create understanding and buy-in, a very accessible

symbol, motto, vision etc. would have to be developed that

could serve as a vehicle facilitating easy understanding of the

more complex reasons for implementing the Competency

Framework project.

These insights yielded the development of a communication

strategy that was:

• structured in a question/ response format so as to make

the information relay process very accessible;

• very visual, with special icons developed to represent

specialized terminology; and most critically

• used critical stories that had no scientific or other

jargon in it but in essence conveyed ideas central to the

strategic intent of the project.

It was especially the last feature that became the trademark feature

of the Competency Framework Project. A particular story, that of the
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"Boy and the map of the world" (See Figure 10, on the folio wing page) in

fact became synonymous with the project. This story powerfully

illustrated the internal logic of the profile's design.

The story was used to draw the parallels of the individual and the

world, the individual and the organisation, micro and macro relationships,

pieces and their fit into a puzzle. It conveyed the message that an

awesome feat, that of knowing how the entire world geographically fits

together, becomes child's play when you know how to "draw yourself'.

The team expediently equated the contents ofa competency profile to this

'drawing' process, creating the association that the profile is a 'drawing'

of the employee.

The team argued that, armed with that drawing, the otherwise

difficult feat of knowing how the various parts of the organisation fit

together, becomes childs-play too. The rationale being that the way the

competency profile is developed not only clarifies what the role of the

employees are, or what the organisation expects of them but it also

clarifies how that role enables delivery on departmental, branch and

cluster goals. Since the profiles are cascaded in this manner, when

employees know that drawing of their roles, all they need to focus on is

what they are required to do and the lines of the departmental and

organisational maps are automatically connected.
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FIGURE 10

BOY AND THE MAP OF THE WORLD

Jim Jones was the CEO of a major enterprise. He was also an exceptional and committed leader. It
should come as no surprise. then. that he did not even hesitate to offer up his home when an
unanticipated but critical business dilemma surfaced over one weekend. Yes. he knew that he was
minding Leo that weekend. but he was also a believer in the charms of dashing paint. crayons and paper.
When his colleagues arrived he allowed them to settle in whilst he made little Leo comfortable with the
many magical tools for his craft.

The meeting could not have been in progress for 20 minutes when there was a determined knock at the
door: There. standing. on his little toes to reach the door-knob, face puckered up. and eyes rolling
mercifully, was none other than little Leo. "Dad. I am bored. what is there for me do?" Seeing this
pitiful picture. the CEO searched the room for an object magnetic enough and enchanting enough for his
little Leo.

And so it was that for the next couple ofhours. the once so urgent meeting 'was constantly interjected
with Jim racking his brains for an anything powerful enough to arrest Leo's attention.

Eventually. almost at his wits end in finding something to keep his son busy. he spotted the map of the
world sprawled out on the noor. As soon as he laid his eyes on it he saw an opportunity guaranteed to
subdue even Leo's unbridled energy. Reaching for it energetically. he tore the map into hundreds of
pieces. "Right my boy". he exclaimed "there is nothing like a challenge. not so? Put these pieces
together for daddy and when my meeting is done tonight. I will help you arrange them in the correct
order."

With a glint of satisfaction in his eye. the CEO returned to his meeting satisfied that at last they could
proceed with their business. as planned and uudisturbed.

When there was yet another knock at the door 10 minutes later, there was a stunned anticipation from
the CEO and his colleagues alike. What could the knock possibly mean')

Walking to the door. thousands of thoughts see-sawed and tumbled around in the CEO's mind. This
was no longer the man who was irritated by the interjections of his boy. or the man bent on finding
anything that could capture his son's attention. All he wanted to know was what that knock meant.

When Jim's gaze met 'with the piellire of a completed map of the world. he was speechless. Gathering
himself he teased the story out ofa very reluctant Leo. "Ah. Dad. what's the big deal", Leo retorted.
"when you came rushing in with the kokies the one time. I looked for a nice big paper to draw on. The
back of the map was huge and nice to draw on. So I turned the map around and drew my face on it.' ·
So. when you tore tbe map into pieces it really was vel)' easy. All I had to do was put me together
and when I put myseff rogether. the world came together'

Original source unknown; adapted from oral tradition.

5.3. STAGE 3: DEVELOPMENT AND VALIDATION OF THE FIRST
COMPETENCY PROFILE - THAT OF THE ENVISAGED CITY
MANAGER'S POSITION IN THE NEWLY FORMED UNICITY

With the fundamentals of both the methodologies in place, buy-in had to be
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attained from the major stakeholders regarding the development of the competency

profiles. A presentation, on the Competency Framework and its key deliverables, was
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scheduled and made to the decision-making body in the City at the time, namely the Joint

Management Team (JMT). Apart from using the presentation to create awareness and

obtain buy-in, the Metro Competency Framework Project Team put forth a

recommendation that competency profiles be developed for the CEOs and first reporting

line. The JMT endorsed the recommendation but advised that the Metro HRTT10 report

to the Unicity Commission 11 (also referred to as the Unicorn) on the Competency

Framework Project. This request was acceded and in its report to the Unicorn a mandate

was sought to develop competency profiles, interview the relevant stakeholders and

conduct a validation workshop with selected role-players.

Once a mandate had been obtained, all 6 CEOs and the 1 Acting CEO were invited

to schedule one-on-one interviews with the team. In this invitation the presentation of 14

July 2000, and its outcomes, were revisited and potential dates for a roll-out plan, to

develop the profile of the City Manager, were suggested. In the light of the importance

and complexity of the role of City Manager, each SME was requested to invest 2 sessions

of 3 hours each. The first 3-hour interview was to generate the competence component

"The what is to be. done component of work"; the second 3-hour interview was to

generate the competency component.

10 HRITT: Human Resources Technical Task Teem - a Metro Human Resources decision-making group
11 Unicity Commission: Defined in a Unicity publication as "... established in November 1999 as a multi-party political

body to supervise thetransition to the Unicity for Cape Town which came into being at the local govemment elections
on 5 December 2000."
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Having already discussed the basic tenets of both methodologies, it is necessary to

isolate and review some of the implementation realities in developing the competence

component. This exception is warranted because, unlike the development of the

behavioural competencies that, apart from the adaptations already fully explained,

proceeded within the framework of a well-documented process, this process was peculiar

to the project's implementation. Thus, step 2 of the skeletal analysis guiding the

development of the competency component, entailed applying relevant strategies to

determine all aspects, both current and new, of the work. To give content to this step, an

audit was planned and conducted across the Metro in FebruarylMarch 2000 to assess

which job descriptions / contracts / competency profiles etc., existed in the managerial

stream and how relevant these were in terms of providing the team with information to

understand the current CEO's positions. The results suggested that at least 3 of the

MLCs had data that was current to the existing CEO's position and as such would create

the kind of understanding sought. The availability of these KPAs in a sense opened up

the option of conducting a validation cum profile generation interview; in other words,

garnering the existing data could serve as a basis from which SMEs could form a

judgement regarding their applicability to the new position, whilst simultaneously

enabling them to assess which KPAs were glaringly missing and needed to be generated.

Through a co-ordinated effort, the current KPAs were collated into a single

document. A two-day KPA-analysis workshop was conceptualised and planned in which

the team-members, together with other important role-players from the job-evaluation

and performance management sections, could analyse the content of the information

collated. As pre-workshop preparation, the single document comprising the compilation
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of KPAs were assigned to team-members and workshop-participants. They were tasked

with studying the information closely and then extrapolating the emerging themes from

the content. This activity, though, would only have enabled them to grasp the current

role of the CEOs and the current state of the city. To understand the forward-looking

KPAs, team-members had to be provided with the necessary resources, prior to the

workshop, to enable them to be clear on two core issues: Firstly, what exactly the new

role and powers of the City Manager was envisaged to be and secondly, which new areas

of work and responsibilities were coupled to the new position. Since the then Municipal

Systems Bill addressed these issues, a copy of the Bill was handed to each team-member,

participant and facilitator so that they could closely study the envisaged roles of the

functionaries in local government. The content in the Municipal Systems Bill was also

important in that it provided a context of the desired role and state of the city.

The workshop was facilitated by the consultant tasked with the development of

the competence component of the profile. The objective of the workshop was to produce

a draft competence component that included both the KPAs and outcomes of the CEO

positions (deemed relevant still to the new position) and the emerging KPAs and

outcomes relevant to the envisaged Municipal Manager's position 12 and as set out in the

Municipal Systems Bill. To attain this goal the team was facilitated through varied

processes. One aimed at attaining a coherent understanding of what the role of the

envisaged City Manager would be. Having already asked team-members to carefully

study the guidelines in the Municipal Systems Bill around the envisaged roles of the

Municipal Manager and functionaries, the job evaluation team was called on to build and

develop this understanding further. A second process, aimed at reaching agreement on
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the KPAs reflective of the position under study. This entailed reaching consensus on the

thematic analyses conducted of both the content in the CEOs' positions as well as those

contained in the Municipal Systems Bill. Once such agreement was attained, the team

had to ensure that the content selected was measurable and represented those areas of

performance appropriate to the envisaged role. It should be pointed out that there was no

attempt made to develop KPIs, performance standards or range statements as the

authenticity of these descriptors depended on the nature of the outcomes - yet to be

confirmed, rejected, amended etc. in the pending interview sessions. This first-cut

competence component was the substance that was then presented to SMEs in one-on-

one interviews to serve as a basis from which they could discard, verify, amend, develop

entirely new KPAs and outcomes. It was also the stimulus from which they could

provide all the input for the development of the KPIs, performance standards, range and

client descriptors. In this way, the SMEs shaped the final form and content of the

competence component and by implication, produced the first draft of the competence

component for the prospective City Manager. After each interview with a SME, the

consultants as well as the team members coded all the data captured during the

interviews.

Since the sample was small, great care was exercised in how information was to

be coded. As previously explained the competence component houses 2 categories of

information and these were treated differently during the data coding process. Where

qualitatively valuable responses were gained in the functional component (like a new

KPA or a new outcome) these were not discarded. The consultants and the team

members did not use their professional expertise to omit data as they fully understood

12 Also referred to as the City Manager's position
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that the SMEs were the experts regarding the position, not them. Further, there was

sufficient trust that the face validation processes would lead to subsequent authentication

or omission of these responses. With the organisational component, though, the forward-

looking KPAs were developed from source documentation and hence the frequency of

support for the various KPAs did determine inclusion or exclusion of a particular KPA.

The only other reason for discarding a response in the competency component was that it

was already made.

With these principles undergirding the data coding process, practically 95% of the

input SMEs put forward in the interview was used. This resulted in a very rich set of

varying performance standards, key performance indicators etc. Finally, the consultants

and the team members did apply their professional expertise to ensure that the responses

graded as KPAs, outcomes, standards or KPis conformed to the writing and developing

norms of these concepts.

This first draft of the results was then presented for face validation session with

role-players from the key sections in HR. Thereafter, the KPAs were extracted and

threaded into the second 3-hour interview namely, the interviews to generate the

behavioural competencies, knowledge and skills are that underpin these key performance

areas.

Once a first draft of the entire competency profile had been developed, the

validation process started. The validation process involved a series of three interview

sessions with key organisational role-players. The very first meeting scheduled was a

two-sessioned face validation interview conducted with members of the organisational

performance management team. This started on 2 November and continued on 6
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November 2000. The Organisational Performance Management Group was a working

group appointed by the Unicorn to develop the framework for organisational performance

management. As such they were arguably as au fait, as one could hope to get, about the

transformation plan for the city and the kinds of indices that would be valued and

measured on an organisational score-card. Their feedback was considered by the team

and integrated into the final product.

The second session was scheduled with the JMT on 17 November 2000. What

was excellent about this group of individuals was that it did not only comprise the 6

S.MEs; it comprised the entire team, including the CEO of Cape Town who was unable to

complete his interview. The purpose of the face validation session with JMT was four-

fold: Firstly, to allow the S.MEs, all present in JMT, an opportunity to authenticate the

accuracy of the results of the first draft. Secondly, to utilise the opportunity to discuss the

principles that guided the compilation of the draft competency profile. Thirdly, to clarify

areas that appeared to be vague (e.g., 'budget' was identified as a KPl - the team wished

to specifically clarify what precisely would be looked to in the budget), further explore

areas that seemed, on face value, to have been underdeveloped (e.g., KPA 5: To set up

strategic partnerships/alliances only had one outcome; the team wished to ascertain

whether that could be developed further) etc. Fourthly, to allow the broader JMT to,

react to the draft product, concur with or express their disagreement with particular items.

The JMT was also given a period after the meeting during which they could e-mail

changes to the project manager.

The third and final face validation sessions were scheduled with the HR

component of the Unicorn and the African National Congress (ANC) and the Democratic
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Alliance on 24 November 2000. On the day of the scheduled interview, the ANC

members communicated their unavailability to attend. What was particularly noteworthy

of this validation session, however, was that the politicians, whilst concurring with the

content of the profile, raised questions about the role and the relationship of the

prospective City Manager vis-vis the political leadership of the City. Inother words, they

experienced dissonance around the portrayal of an empowered City Manager in the

competency profile. This occurrence accentuated the fact there is no such thing as value-

free commentary, even in a validation session.

In conclusion, this chapter focused on holistically portraying the setting under

study, namely, The Competency Framework Project in the City of Cape Town. In this

vein, factors leading up to the introduction of the project were fully explored so as to

reveal the characteristics of the phenomenon of competency profile development.

Additionally, the role these factors played in shaping the choices made with regard to the

development and design of the competency profile template, as well as the methodologies

to generate the competence and competency components, were described. Lastly,

variables deemed important to understand the context at the City were fully explored.

The next chapter fully reports on the findings, by describing and discussing the

themes that emerged from the data analysis process.
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CHAPTER6

RESULTS AND DISCUSSION

Chapter 4 elucidated the study's two-pronged research design with its

concomitant two phases of research that collectively contributed to the development of

the case study of the City of Cape Town's Competency Framework Project. It seems

appropriate therefore to present, interpret and discuss the results of these two phases

under two separate rubrics.

6.1. PHASE ONE: RESULTS, INTERPRETATION AND DISCUSSION

Chapter 5 reconstructed the first phase of the project in the format of a case-

narrative that attempted to disseminate greater understanding of the phenomenon of

competency profiling, as it developed through the effort of establishing an integrated HR

Framework within the City of Cape Town. In order to respond meaningfully to either the

research objectives or formative hypotheses formulated at the onset of the study, this

documented content is further analysed using an interpretational analysis (Gall et a1.,

cited in Leedy, 1997).

6.1.1. PHASE ONE, STAGE ONE

The research objective chosen to guide this second level of data analysis, in the

first stage of phase one, was the research objective: "There is a standard recipe for

generating competency profiles in all organisational contexts ,.

In analysing the data for patterns in the organisational interventions/strategies

designed or adopted (Gall et a1., cited in Leedy, 1997), the folly of my intending to

restrict the applicability of a particular research objective to a particular stage, was starkly
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illuminated: It was clear that the various stages of phase one could not be regarded as
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having impermeable borders that locked in and restricted the applicability of the data to

that stage exclusively. Whilst it had undoubtedly been necessary to separately research

the various stages in phase one in order to document the case narrative, in this second

level analysis it seemed best to analyse the documentary data of all the stages

simultaneously In order to meaningfully respond to the relevant research

objective/formative hypothesis identified.

From the evidence garnered in, mainly, the first two stages of this phase, two

dominant themes emerged:

• Complexity of organisational change influences decisions on how to profile

and, resultantly, which methodologies to use; and

• The bases for decision-making in HR functions influence how areas of

competence and competency are described and understood.

6.1.1.1. COMPLEXITY OF ORGANISATIONAL CHANGE
INFLUENCES DECISIONS ONHOW TOPROFILE
AND, RESULTANTLY, WHICH METHODOLOGIES
TO USE

Complexity of organisational change influences decisions on how

to profile: the content and range of this change is expressed/or reflected in

the types of organisational interventions and strategies developed/or

adopted, which, in turn, influence the methodologies used. The

organisational interventions introduced, in turn, inject a whole new set of

values into the organisational fabric.
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The index of change facing the City of Cape Town can at best be

described as extremely complex as it straddled extra-organisational,

strategic, operational, as well as change to, arguably the smallest

organisational unit, the job. This complexity arose from:
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• National legislative changes, which were a particular power-

house driving impending changes and represented the face of

non-negotiable or enforced change to the organisation;

• These extra-organisational factors, in tum, brought a wave of

concomitant strategic change in the organisation as the

message clearly signalled was that the 6 .MLCs and 1

Metropolitan Council would no longer function in the same

way as before, and that the prospective leadership of the new

unicity would be a "different one" to the then CEOs position;

• Pre-existing intra-organisational operational factors reared their

heads as the impetus for change gained momentum; this added

a further dimension, but this time with a focus on how work

itselfis organised; and

• A paradigm shift in the broader educational/legislative

development ushered in the National Qualifications Framework

(NQF), which opened up yet another dimension of change in
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that it signalled changes m thinking in the broader societal

fabric.

Through interpretationally analysing the types of interventions and

strategies developed by the Competency Framework team, it is clear the

CF Model (which guided the process guided the process of profile

development), the internal logic for the design of the profile as well as the

subsequent decisions of which methodologies to use/develop, were shaped

by the content and the range of these changes. This pattern is evidenced

from such documentary data that:

• Step 2 of the CF Model, committed to developing profiles

within career streams as opposed to jobs; a direct response to

clearly expressed intra-organisational intent to change how

work is organised and to overcome work in silos;

• The development of the HRSIF, which amongst other things,

accommodated the development of the career streams and

opened up avenues of vertical, horizontal and diagonal

movement for workers;

• Step 2 of the skeletal analysis guiding the development of the

competence component of the new City Manager's position 2,

built in a step to establish all aspects of work, both current and

new;
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• Step 3 of the CF Model, delineating the components of the

competency profile, illustrated how operational challenges, in

the guise of the inflexibility of the work force and limitations

arising from the current job description methodology, led to the

conceptualisation of such indicators as outcomes, performance

standards, KPIs, range etc., as well created a process for Line

Managers to develop a projected career path progression for

employees; a step that led to the development of a

methodology to develop these components;

• The inset flanking step 3 of the CF Model assures the holistic

derivation of the profile by cascading it against the bigger

canvas of organisational drivers, namely service delivery,

strategic and transformation objectives;

• The communication strategy used a story embodying this

theme of "perspectivisrn" i.e., cascading the job in relation to

the organisational whole, as symbolic of its vision;

• The format or structure of the profile specifically built in a

concept of an emergmg index of organisational

effectiveness/superior performance;

• Steps in the methodologies of both the competence and

competency components tapped sources, other than the SMEs,
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to assist In the development of a credible forward-looking

component; and
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• Adaptations brought to the methodology to generate the

behavioural competency component focused on it rendering the

product more responsive to change factors.

What is more important, though, than simply knowing that the

nature and range of change shaped the choice and development of

organisational interventions and strategies (which in tum influenced the

types of methodologies deemed appropriate for selection/or development)

is understanding that these interventions and strategies not only pitted

themselves against the identified organisational challenges, but brought

with them a whole new set of organisational and work values.

This is most apparent from the project's trademark story of the

"Boy and the map of the world". Picking up the theme of tperspectivism'

that pervaded the internal logic of the profile's design, as well as the

matching steps in the methodology, this story symbolically embodied the

type of holism the project wished to bring to the relationships of job,

worker and organisation. In stark contrast to the fragmentation often

resulting from the implementation of old industrial paradigms (Carrell,

Grobler, Elbert, Marx, Hatfield, & Van der Schyf, 1998) the subtle shifts

in how the profile was to be developed seemingly tried to counter the

erasure that workers often experience from being regarded as mere cogs in
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the machinery; a sense that is often powerfully created for the faceless

employees who hold the bulk of invisible jobs in huge organisations.
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Similarly, through including a wider range of elements to measure

the competence component, a different currency is placed on both work

and the worker. Through this simple action, work is no longer merely

equated with the execution of a task, but, in fact, with how to attain an

outcome within a context defined by organisational standards, reflective of

those values deemed critical for organisational success. Further, the shift

away from the task to the outcome is, in effect, a subtle but potent form of

work design. A task carries with it an implicit message "do x, and this is

the way to do x ". An outcome, on the other hand, stipulates the end-result

required but sends a clear message that the employee has the freedom of

choosing the best way to accomplish the outcome (provided, of course,

that it is attained within the parameters identified as constituting

organisational success). Hence, it could be argued that the shift to

outcomes is in fact an active step that introduced job-enrichment. 13

The shift from tasks to outcomes can also be discussed within the

framework created by McLagan and Ners (1995) thought-provoking

research on the authoritarian cultured-organisations and the underlying

system of governance in an organisation. Even though McLagan and Nel

did not identify work, and its organisation, as a major organisational

13Carrell, Grobler, Elbert, Marx, Hatfield & Van der Schyf (1998, p. 114-115) define job enrichment as " ... jobs are
redesigned in both scope and dej:Xh. Typically, the worker decides how the job is performed, planned and controlled
and makes decisions conceming the entire process. The overall purpose is to improve a job by making it more exciting
and challenging. Job enrichment goes further than job enlargement by grouping a set of tasks of sufficient complexity
to require choices (discretion) about how to bring together the varied operations and get the job done."
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element that influences systems, practices and interactions, it is not

difficult to see how it could directly affect relationships, structures, values,

information control and behavioural competencies - those areas they have

identified as leverage areas. In fact, one feels almost compelled to

acknowledge that work, and its organisation, should in fact be a critical

area to which the principles of participative governance needs to be

introduced. The rationale being that if work is organised around the old

systems of command and control, it would be almost impossible to

simultaneously value the display of behavioural competencies.

Further, when a scenario exists in which one set of organisational

practice regards employees in an empowered way whilst another

effectively does not trust them to make their own decisions about the best

way to complete their work, one has created organisational disjuncture.

Such an instance was highlighted in the City of Cape Town, in the very

beginning stages of the project: One of the couriers, fresh from a

competency development exercise, zealously went forth to display her

newly awoken respect for the competency "initiative". Having completed

her work, she enquired which sections in her department she could be of

assistance to. Armed with this information, she sought permission from

her supervisor to offer her un utilised time to these sections. He was

completely flabbergasted at her "forwardness" and reprimanded her

summarily.
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Viewed in this context, a seemingly small organisational

intervention, that of valuing outcomes instead of tasks, can be seen to

facilitate the shift in organisational governance as it allows the many, not

only the few, to think (Mastrantonis & Nel, 1995) as well as allows for a

fundamental reversal in the "organisational parent/child" roles created by

authoritarian cultures (Koopman, cited in McLagan & Nel, 1995) and

outdated work practices. As Manstrantonis and Nel (1995) point out,

pressure is mounting on South African organisations to change their

organisational governance in ways that ensure global competitiveness. In

the light of the aforementioned, the question that should be asked is

whether the humble job, and how it is organised, is not a fundamental key

in knitting the process of transformation.

It is apparent, then, that the interventions and strategies introduced,

along with the methodologies used to implement them, place a new value

on aspects of organisational life, work and worker. Having distilled these

findings and discussed some of their significance, how do these trends

help in responding meaningfully to the research objective: "Is there a

standard recipefor generating competency profiles in all contexts?

Kandola and Peam (in Boam & Sparrow, 1992) acknowledge that

when a job is unfolding or is subjected to change over a protracted period

as a result of changes occurring in the organisation, the market or the

general environment, it renders the process of job analysis more complex.

From this statement can be inferred that there are situations in which there
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is no easy, standard method in which to generate the profile. But what

does the documentary data in this case study suggest?

The case study of the City of Cape Town quite clearly

demonstrates an organisation experiencing change on every conceivable

level. In response to this change, organisational interventions and

strategies were devised that, subsequently, led to the use of multiple

methodologies, the adaptation of existing methods and the development of

methodologies, tailored to the organisation. It is the very range of these

choices that suggests that the City could not opt for a standard recipe in

generating competency profiles in their organisational context.

This finding is, in fact, corroborated from the literature:

Whiddet and Hollyforde (1999) point out that not all techniques for

analysing jobs suit all situations whilst Fletcher (1997a) illustrates that the

type and range of methodologies utilised will depend on whether it is an

envisaged or new job or an existing one. Interestingly enough, in this case

study the fact that the job itself was to be different was just one variable

on a bigger canvas of change. Further, Levine et al. 's deduction (1980)

that the prevalence of typical case studies (like this one) instead of

comparative research studies on job analysis, in itself is a fact implying

that there is no one best way of doing job analysis.

Why, though, would a finding, that there is no standard recipe for

generating competency profiles in all organisational contexts, be

considered noteworthy? Firstly, it alerts practitioners to be vigilant of
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blindly following textbook recipes or simply doing what conventional

wisdom suggests is a standard way of approaching job analysis. A case in

point can be found in contrasting the City's development of the

competency component with Spencer and Spencer's (1993)

recommendations when dealing with future jobs. Spencer and Spencer's

first option, that of studying superior performers in analogous jobs, could

not be applied as the landscape of local government is markedly different

from the private sector and the only real option, that of studying a sister

organisation, like Johannesburg Metro, was not viable as it, at that stage,

could itself also be regarded as a nascent unicity.

Their second option, extrapolation from job elements with known

competency correlates, also did not seem too plausible given the

prominent change factor; instead, a first-draft of the emerging behavioural

competencies was developed by meticulously studying the transformation

documents and legislation. In a way, it could be argued that this process is

reminiscent of Spencer and Spencer's "guesstimates" scenario; the marked

difference, though, is that the source documentation was developed

utilising the content of, and working within, the parameters set by

proposed legislation and transformation documents; in other words, the

final product was not solely developed using stakeholders' expertise. A

final observation in this regard is that the SMEs interviews, too, cannot be

regarded as "guesstimates" as the interviewees were required to draw on

actual behaviour and incidents, not hypothetical scenarios. However, a
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step in the face validation process where role-players are asked at the end

of the process to identify any competency that is glaringly missing, given
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the strategic intent of the organisation, may suggest a hint of this concept

of "guesstimates".

A second reason why a finding, that there is no standard recipe for

generating competency profiles in all organisational contexts, is important,

is that it implies that practitioners need to understand their organisational

contexts and their peculiar needs before designing interventions or

choosing to implement methodologies to translate those interventions.

Having reviewed how the complexity of change influences the

decisions as to how to profile and which methodologies to use, it is

important to acknowledge a second factor that also played a role in these

issues; this is discussed in the section below.

6.1.1.2. BASES FOR DECISION-MAKING IN HR
FUNCTIONS INFLUENCE HOW AREAS OF
COMPETENCE AND COMPETENCY ARE
DESCRlBEDAND UNDERSTOOD

From the interpretational analysis conducted, it was also found that

besides the change-factor, the types of decisions the various HR function

had to make, at the hand of the competency profile, shaped the recipe for

generating the competency profile within the City of Cape Town. This

finding underscores the sheer practical value to be attained in ascertaining

the specifications of the various functions and then allowing that

knowledge to shape subsequent decision-making around the types of
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components needed in the profile. Conversely, this theme affirms that

profile design and the subsequent selection of methodology cannot be an

exercise conducted in a void; it necessarily is an activity driven by the

knowledge of such key organisational and operational factors - an

observation that echoes the primacy of place the literature accords the task

of determining the purpose of a job analysis.

What is interesting is that the Competency Framework group opted

to settle for one detailed job analysis process that would capture all the

information required by all of the HR. functions at once and, then, present

the content differently to suit the various needs. In this way, it was

reasoned that the much sought after common basis for decision-making, so

necessary to integrating HR., was assured. Whilst Whiddett and

Hollyforde (1999) attest to the power of having such a common set of

criteria which spells out a common language for describing effectiveness

in an organisation and creates an opportunity to achieve a high level of

consistency when assessing performance, Algera and Greuter (in Smith

and Robertson, 1995) express their doubts that one job analysis method or

instrument could be appropriate for all purposes. Considering that the

City had to resort to especially developing a tool to yield the components

required by the various HR. functions, there must be some merit in Algera

and Greuter's concern.
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6.1.2. PHASE ONE, STAGE TWO:

The key concern that was earmarked to guide the data analysis process during this

stage of phase one was the formative hypothesis:

o Stakeholder input has an impact on how areas of competence are described

and how they are understood

Reflecting on the content of the themes in stage 1, the response to this formative

hypothesis can already be considered addressed. This is evident when considering that

the decisions to shift from tasks to outcomes, to capture a gamut of performance

indicators, as well formulate the bases for decision-making in the various HR. functions,

all arise from stakeholders - be they team-members, HR., JMT, the Unicorn, etc. What is

interesting, additionally, is that one can reason that even the forces of change are

articulated by the voices of various stakeholders. Hence, the statement that stakeholder

input has an impact on how areas of competence are described and how it is understood

can unequivocally be affirmed.

Again, though, it is important to ask what difference understanding the content of

this theme makes. Whereas the previous theme highlighted the importance of garnering

knowledge, this theme accentuates the value of the various functionaries in HR. and the

organisation can bring to the development process.

6.1.3. PHASE ONE, STAGE THREE:

The key concern that guided the data analysis process during this stage of phase

one was the formative hypothesis:
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o Racial composition of a sample IS likely to have an effect on the

competencies generated

Re-analysing the only "coloured" interviewee's competency interview transcript

contrasted with the collectives' competencies in the following manner:

• Empathy;

• Inspiring excellence; and

• Communication

set the individual SME's competencies apart from the collectives (See Table -I

p.270 which presents a synopsis of the results attained).

Table 4 illustrates thefollowing patterns:

• The competency identified in the SME's behavioural repertoire are arranged

in an order from the strongest to the weakest;

• Gauging by the number of behaviour in the particular SME's repertoire, thus,

'empathy' was by far the most prominent competency and vision and strategy

the weakest. What is particularly noteworthy of the 'empathy' competency is

that it is particularly focused on the upliftment of the community through

being attuned to their plights and their needs. This behavioural competency

was so predominant in the behavioural repertoire of the SME that one could

almost justify the inference that this first difference points to a difference in

corporate culture emerging from the behavioural repertoire - a difference

denoting a developmental culture. However, can one justify such an
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TABLE4
COMPARISON OF COLLECTIVE VERSUS INDIVIDUAL

BEHA VlOURAL REPERTOffiES
INDIVIDUAL COMPETENCY COLLECTIVES' COMPETENCIES

CLUSTER
EMPATHY CONT~OUSLE~G
Responds to the plight and needs of the
community so as to uplift the quality-
of-life; expresses concern; gathers facts
to understand circumstances; sees
world through their eyes; ensures the
provision of appropriate community
interventions and sU_£Q_ort~stems.
DRIVING FOR RESULTS DRIVING FOR RESULTS

FACILITATING INTEGRATION FACILIT ATING INTEGRATION

INSPmING EXCELLENCE MONITORING PEOPLE AND
Inspires and motivates staff to ROLES
constantly innovate how they execute
their jobs; visits depots to establish
personal contact, acknowledges
incidences of excellence and actively
promotes the virtues of serving the
public positively.
INFLUENCING INFLUENCING

COMMUNICATION WALK THE TALK
Initiates two way interaction so that all
role-players are kept abreast of events
within the municipality and
community; addresses key
stakeholders; sets up mechanisms for
disseminating relevant information.
VISION AND STRATEGY VISION AND STRATEGY
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inferential leap') Further, knowing how strong this particular competency is in

this S1\1£'s behavioral repertoire, can one extend the argument and conclude

that this competency's inclusion is a function of race') There certainly can be

no basis on which either of these suppositions can be supported. It is equally,
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if not more, plausible that the emergence of this competency is linked to the

personality and/or management style of the CEO, the socio-economic profile

of the communities served by the municipality, the size of the municipality,

the functions and roles of the CEO, culture of the organisation etc.;

• The less prominent competencies "inspiring excellence" and

"communication" similarly cannot claim to be a competency reserved for a

homogenous "coloured" sample; the emergence of these competencies could,

again, be a function of an array of competing variables;

• When working with a behavioural pool of six interviewees, logically there are

very many more behaviours than in a single interview transcript. Thus, it

becomes problematic to develop definitions for similar competencies (like

continuous learning, driving for results, etc.) as this may erroneously set up a

comparison between the content of the collectives' competencies versus that

of the individual - and that clearly is not the point of this exercise. The point

essentially is to ascertain whether there would be any differences arising from

the behavioural repertoires.

Having studied these patterns, can anything conclusive, be inferred from

analysing the behavioural repertoire of someone who is of a different race group than 5

others'> What renders a goal like this exceptionally difficult is the fact that no one can

claim, with any measure of certainty, that the differences noticed, if any, are a function of

race exclusively. This is because it is virtually impossible to control the many other

competing variables like size of the municipality, personality and/or management style of
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the CEO, culture of the organisation, socio-economic conditions facing residents of the

municipality, etc., that may have influenced the emergence of the competencies. Further,

it seems unlikely that this dilemma has been created by the size of the sample. Logic

would seem to suggest that even if one had the behavioural repertoires of20 "coloured"

CEOs, the same dilemma would result.

For purposes of gaining clarity around this issue, it certainly helps to ask what

kinds of differences in the behavioural repertoires one expects to see emerging as a

function of race. Would one anticipate evidence suggestive of different types of

corporate cultures? Would one anticipate to see the same competencies or even

thematically similar competencies being produced by SMEs of a particular racial group;

what precisely? The problem that suddenly confronts any researcher is the trap that one

can unconsciously fall into, namely, thinking that people of a racial group are all

homogenous. Reality, quite to the contrary, constantly reminds one to be ever aware of

the prevalence of intra-group heterogeneity. How then should practitioners and

researchers approach this issue surrounding the composition of a sample?

Firstly, they should heed Woodruffe's observation (see p.78) that the Issues

emanating are far more complex than what they seem at face value. Secondly,

Woodruffe's recommendation that organisations scrutinise the competency lists that

emerge from the analysis process to make sure that it is not simply the prejudice of the

current elite in the organisation, is also worthy of application. Thirdly, deducing from the

trends emanating from this case study, it can be argued that instead offocusing on 'racial-

composition' of samples it is probably best to ensure that a particular sample is diverse,

in both composition and thinking. If there is any concern that a particular sample, be they
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a diverse or a racially mixed group, is insular in its thinking or is inclined to 'group

think', then it becomes necessary, if not imperative, to consider including sources, from

similar organisations, to introduce the visionary elements.

Having considered the documentary and interview data relevant to each of the

formative hypotheses/research objectives, what conclusions and recommendations can be

reached?

6.1.4. CONCLUSIONS AND RECOMMENDATIONS: PHASE ONE

There are a few factors that need to be borne in mind when contemplating the

kinds of conclusion reached about whether:

• There is a standard recipe for generating competency profiles tn all

organisational contexts;

• Stakeholder input has an impact on how areas of competence are described

and how they are understood; and

• Racial composition of a sample is likely to have an effect on the competencies

generated.

Firstly, it should be remembered that this is a case study that exclusively focused

on competency profile development within the City of Cape Town - an organisation in

the throes of change. It is quite possible, thus, that the findings of this research would not

be generalisabie to fairly stable organisations or those in which existing jobs are studied.

It may also be argued that these findings are contextually bound to the City of Cape

Town or at best, to Local Government.
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There is no disputing, though, that the emergence and identification of the various

themes in phase one both illuminate critical aspects of the phenomenon of competency

profile development, as well as provides the content and basis for future research. This is

motivated on the following grounds:

• Firstly, having analysed the documentary data interpretationally in response to

the formative hypothesis "Is there a standard recipe for generating

competency profiles in all organisational contexts? ", it was apparent that the

degree of change in an organisation, as well as the types of decisions the

various HR function had to make, at the hand of the competency profile,

shaped the recipe for generating the competency profile within the City of

Cape Town. This finding is, however, not generalisabIe to organisational

contexts not In the throes of change. As such, further research IS

recommended to confirm whether stable organisations, across a range of

different contexts, could apply a standard recipe for generating profiles.

What, though, should organisations experiencing change, at any of variety of

levels, do or do differently knowing this finding? With regard to the role played by

'change' it is recommended that practitioners understand their peculiar organisational

contexts perceptively and use this knowledge wisely in designing interventions or

choosing methodologies to translate these interventions. Further, it is recommended that

practitioners be vigilant of blindly following conventional wisdom in deciding what the

best way to approach the process of job analysis. It is also recommended that all

organisational interventions/strategies, earmarked for implementation, be scrutinised so
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as to ensure that none will work at cross-purposes with the goals of transformation

efforts. The rationale for this recommendation clearly stems from the case study of the

City that illustrated that the organisational interventions/strategies introduced injected a

whole new set of values into the organisational fabric.

Further, with reference to the role played by 'the types of decisions HR functions

need to make' it is recommended that practitioners actively source this knowledge and

utilise it as a basis to inform subsequent decision-making around the types of components

needed in the profile.

• Secondly, having analysed the documentary data interpretationally in response

to the formative hypothesis "Stakeholder input has an impact on hall' areas of

competence are described and how it is understood? ", it was apparent that

stakeholders actively shape the design and understanding of the particular

components of the competency profile as they bring the human volition to the

areas of challenge arising within the organisation. On this basis it is

recommended that a participative process for the design of the competency

profile be developed; it is only through participation that the various

functionaries in HR and the organisation are accorded an active role and are

afforded an opportunity to attain ownership and buy-in of the final product

developed.

• Thirdly, having analysed the documentary data interpretationally in response

to the formative hypothesis "Racial composition of a sample is likely to have

an effect on the competencies generated", it was apparent that it is practically
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impossible to ascertain whether the differences noticed in the behavioural

repertoire of an individual are as a function of race, or a myriad of other

competing variables. Further, it becomes equally difficult to pin-point what

precisely a researcher expects to see emerging as a function of race. Knowing

this, what should organisations do or do differently? Firstly, organisations

should strive to include a competent but diverse sample as the more

heterogeneous in thinking and composition a sample is, the greater the

chances of not producing competencies that would merely conform to

convention; in other words, the greater the chance of generating competencies

encapsulating expansive leadership. Given that the face of management has

historically been skewed to represent the voice of "white and male", it may be

necessary to constitute a sample that transcends the walls of a particular

organisation, whilst tempering selection by staying within the parameters of

similar organisations. Secondly, it is Woodruffe 's recommendation that

organisations scrutinise the competency lists that emerge from the analysis

process to make sure that it is not simply the prejudice of the current elite in

the organisation, should also be heeded.

Having reviewed, discussed and concluded the first phase of the results,

what did an analysis of the data sets in the second phase reveal?
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6.2. PHASE TWO:RESULT!;~INTERPRETATION AND DISCUSSION

The cardinal concern that guided the data analysis process during this phase was

the guiding question/ formative hypothesis: "The job analyses methods selectedfor the

competency component have an impact on the behavioural competencies generated",

This served as a broad context against which identified themes from the data could

meaningfully be engaged with.

From a thematic analysis of the two data sets relevant to this phase (see 4.4.5.

p.178) two themes emerged. They were:

• FACTORS WITHIN A SELECTED METHOD

• DIFFERENCES BETWEEN SELECTED METHODS

6.2.1. FACTORS WITH1N A SELECTED METHOD

A dominant theme that emerged from the data was that the distinctive features of

a job analysis method selected might impact on the behavioural competencies generated.

This was evident when thematically analysing the SMEs pattern of responses along all

the various steps (all six, not only the original 5-step procedure) of the procedure

designed to facilitate competency selection. Further, from this very analysis, it was

evident that four sub-themes gave content to this overarching theme. These were:

• Developer Influence

Professionals develop job analysis methods and as such their understanding of

key constructs, like performance, competency and competence, as well as what

constitutes predictors of success, influences the resultant components selected to

comprise a method. In packaged models, this understanding determines the
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pool/menu (which competencies are included versus which are excluded) decided

upon, as well as the nature (interpretations around what constitutes a skill,

knowledge and behavioural competency) of the menu available to SMEs to

choose from .
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• Design Influence

Besides developers' understanding of constructs influencing the components

included in a job analysis method, it also influences how the method will be

structured so that SMEs can select or generate competencies. The tasks and

processes they structure determine 'how' the behavioural competencies are

derived by the SMEs. In other words their design influences 'how'SMEs are

asked to reach the point of selecting and discarding competencies. In this way,

these tasks and processes designed by developers impact on the decision-making

processes of the SMEs. In this data set under study, the tasks and processes

created a pressure-cooker scenario for the SMEs that impacted on which

competencies they selected. An analysis of the SMEs decision-making processes

elucidates a hitherto unexplored area, namely: "hall' do SMEs make the choices

they do?" The patterns that have emerged from the data are fascinating to say the

least.

• SMEs styles of responding and behavioural repertoires

In response to the tasks and processes that developers design to facilitate

competency selection or generation, SMEs draw on their innate styles and

behavioural repertoires to assist them in the process of decision-making.
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• Synergy oj group

The synergy evident in the group was an added boon that assisted the group in

responding to the tasks and processes that developers designed to facilitate

competency selection or generation. In fact, since the group was characterised by

independent thinkers who could comfortably argue their ideas, the risk of the

group succumbing to groupthink was also minimized. The disruptive group

dynamics often at play in group sessions, was just not a factor. Instead, the

synergy within the group served as a potent reminder of the just how closely-knit

a unit these S:MEswere when still serving on the same management body.

It is important to note that the results of the S:MEs response patterns along the

various steps will be presented, analysed and discussed sequentially rather than what is

the norm. In other words, instead of presenting the data under the relevant sub-theme

created from the content of the data, the results will be presented under the relevant step

in the process. The rationale for this inversion is simply because the three sub-themes are

prevalent, to greater and lesser extents, under each of the various steps.

Further, as explained in the methodology chapter, the SMEs were instructed in the

process of deriving the behavioural competencies using a5-step 14 procedure. It adds

incredible value, thus, not only to present the results of the competencies arrived at

during the end of the 5-step process, but also to present the results attained at each of the

different steps of the process. In so doing, the S:MEs pattern of responses across the

process is clearly depicted; this, in turn, allows for the themes, emerging from the data, to

14 Step1: Identification of 12 most important competencies from a stack of 30; Step 2: Eliciting and recording responses;
Step 3: Individual whittling down of competencies to 8 most important; Step 4: Eliciting and recording choice of 8 most
important competencies; Step 5: Ranking of competencies.
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come into focus. For instance, if the results of both steps one and four are presented, it

enables the competencies selected at the end of step one to form a backdrop against

which the results at the end of step four can be adjudged. These differences, if any, in

results between the steps, not only exemplify the aggregated individual efforts of the six

SMEs versus those resulting from group synergy and provides a window for interpreting

the processes the Sl\1Es engaged in (in their attempt to extract the most critical

competencies from a much wider competency pool) but they also accentuate the building

blocks for the various sub-themes. Further, presenting, analysing and discussing the

results of all the steps comprising the process, creates ample opportunity to glean just

how prominent the various sub-themes were - in other words, were they peculiar to a

particular step in the process only or did they permeate many steps?

6.2.1.1. STEP ONE

Although step one only posed one task, that of selecting the 12 most important

competencies, it set in motion two different processes, namely a process of 'initial

selection' or identifying the 'first-cut competencies' and a simultaneous process of

'discarding' - clear markers of the sub-theme 'Design Influence'. The results attained at

the end of step one, are presented in Table 5, pp.281-282, they present a synopsis of both

the competencies selected and out-selected right from the start of step one.
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TABLE 5
LIST OF COMPETENCIES SELECTED AND DISCARDED AT THE END OF

STEP ONE, PHASE TWO

TASK: INDIVIDUAL INTERVIEWEE SELECTION OF 12 COMPETENCIES
FROM A PACK OF 30

COMPETENCIES SELECTED COMPETENCIES DISCARDED
1. Analysis Ability to Learn

Comparing data. identifying central issues, Ability to assimilate, understand and apply new information
finding causes, and establishing
relationshi£_s

2. Assertiveness Action Orientation
Standing up firmly tor one's point of view. Willingness to take action to accomplish tasks. maintaining a
and ensuring that it is taken into account, high level of motivation and energy
challenging others when necessaJ)'

3. Building Rapport Attention to Detail
Developing and maintaining confidence. Taking relevant and complex details into account
trust and good working relations

4. Business Sense Communication Written
Sound grasp of business principles Clear written expression of ideas or information

5. Communication: Oral Probing
Effective two-way communication with Gathering relevant information by asking questions and
others, including verbal and gestural suspending decision-making
expression, and listening

6. Consideration Self Control
Showing tact and sensitivity. and Ability to maintain composure and objectivity
consideration in difficult and provoking situations.
tor the needs and feelings of others

7. Decisiveness Tenacity
Firmness and promptness in evaluating Persevering until a task is accomplished or is no longer
situations. making decisions. and moving reasonably attainable. without being put offby obstacles.
into action

8. Delegation
Effective allocation of responsibilities to
Subordinates accordin_g_to their abilities

9. Entrepreneurship
Creation and exploration of entrepreneurial
opportunities

10.Impact
Making a strong. positive impression. with
_£_ersonalauthority and credibility

11. Independence
Ability to form opinions. make decisions
and act alone. withont help from others.

12. Initiative
Originating action and taking the initiative
withont having to be prompted.

13. Judgement
Evaluating information soundly. drawing
logical conclusions. and making realistic
decisions
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TABLE 5
LIST OF COMPETENCIES SELECTED AND DISCARDED AT THE END OF

STEP ONE, PHASE TWO

TASK: INDIVIDUAL INTERVIEWEE SELECTION OF 12 COMPETENCIES
FROM A PACK OF 30

COMPETENCIES SELECTED COMPETENCIES DISCARDED
14. Leadership

Ability to influence and guide others
without depending on positional authority

15. Management Control
Taking active steps to monitor and regulate
one's own work and the work of
subordinates

16. Planning and Organising
Organising information and determining
courses of action for oneself and others.
taking relevant factors into account

17. Problem-solving
Active and effective attempts to get to the
heart of problems and fmd solutions

18. Relevant Knowledge
Possessing the necessary knowledge and
skills to meet the job demands.

19. Self Confidence
Positive self-image. belief in one' s
abilities. and an undaunted outlook.

20. StafTDevelopment
Actively encouraging the development of
subordinates' knowledge and skills by
stimulating and guiding them. and allowing
them freedom in vvhich to learn

21. Team Work
Co-operative and significant participation
as a member of a team. regardless of
personal interest

22. Vision
Ability to step back from details and see
the broad and loua-term picture

23. Work Standards
Setting and maintaining high but realistic
standards of performance for oneself and
others

23 competencies collectively yielded 7 competencies discarded by the collective
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In reviewing Table 5, it is clear that the 7 competencies automatically discarded at

the end of step one were not chosen by even one of the six SMEs; a fact, in itself, that has

to be closely explored. Whilst endeavouring to do this, though, it is critical to keep in

mind what the reality for these SMEs was: The task set in this first round created a

natural 'pressure-cooker' scenario by asking SMEs to eliminate 40% of the

competencies. In a way, then, it can be reasoned that they were forced to make a 'must to

have' versus 'nice to have' decision because of the 'restricted-choice' scenario - an

instance clearly alluding to the impact of 'Design Influence' on the selection process.

The question, though, is what was perceived to reside within a 'nice to have category"?

Depending on the lens through which these results are viewed, there are quite a few

surprising first round eliminations.

From an emotional intelligence perspective, the exclusion of such competencies

like ability to learn, action orientation, communication, self control and tenacity would

fly in the face Goleman's assertion (see pp. 37 and 64 respectively) that these

competencies comprise thé domain of excellence that is needed to harness the full

potential of people's talents; these are also the very competencies that, he claims, make

up two thirds or more of the ingredients of standout performance. Notwithstanding the

pressure of restricted choice, the emotional intelligence perspective would rather have

seen the elimination of the choices that reside in the first two domains of excellence,

namely IQ and expertise, as competencies under these rubrics are considered necessary

but not sufficient for excellence. In other words, within this perspective it would have

been more acceptable to see the elimination of such competencies as analysis, problem
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solving, technical knowledge etc. on the basis that the domains to which they belong are

considered 'threshold' rather titan 'differential' (see p.37).

Viewed from another perspective, that of grouping competencies into bigger

clusters or domains (like thinking, feeling and action!striving) though, these results could

be construed in a very different light. Categorising or grouping competencies is a trend

that probably has it roots in the fact that psychologists, according to Taylor (1994), have

historically divided the human psyche into three main domains, namely thinking, feeling

and striving. Since then, there have been many other systems for categorising

competencies into clusters. Spencer and Spencer's (1993) competency dictionary, which

distinguishes achievement and action, helping and human services, impact and influence,

managerial, cognitive and personal effectiveness clusters, is but one of the many

examples of this.

This perspective, alongside the 'restricted choice' scenario, would find it plausible

that highly sophisticated SMEs like these would intuitively have grouped competencies

into their bigger semantic fields, or separated them into 'like-sounding! like-feeling

competencies' in order to distill the most critical competencies. This would have meant

that they could possibly have regarded competencies like initiative and action-orientation,

for instance, as individually competing for inclusion but simultaneously representing

different nuances of the same overarching acting! striving domain or cluster. Hence, it

would be possible to explain why only initiative, defined as "Originating action and

taking the initiative wilhout having to be prompted" and not also action orientation,

"Willingness to take action to accomplish tasks, maintaining a high level ofmotivation

and energy", was selected. Similarly, an explanation for the premature exclusion of
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tenacity, "Persevering until a task is accomplished or is no longer reasonably attainable,

without being put off by obstacles ". would take into account the pressure of restricted

choice and reason that it probably was felt that tenacity, potentially classified in the

personal effectiveness cluster, comes with the turf when selecting the 'leadership

competency' for inclusion. What makes this hypothesis especially plausible is the fact

that these SMEs spontaneously and intuitively exhibited this tendency to cluster and

embed competencies when faced with whittling down the 23 competencies to 8, at the

end of step 3. These trends, read together, build and reinforce the sub-theme 'SME styles

of responding and behavioural repertoire '.

Having attempted to interpret and discuss the competencies, discarded at the end

of step one, what does the data suggest about the competencies selected? Table 6, on

p.286, presents a closer analysis of the competencies selected.

From the table it is apparent that the top three competencies confirm the primacy

of the behavioural and emotional intelligence competencies as markers of superior

performance. How, though, does one interpret the fourth slot, a 66.6% support for the

'relevant knowledge competency'? One interpretation, already discussed above, is that

this competency should not have been a choice in that it constitutes a threshold rather

than a differential competency. Another stems from Woodruffe's caution (see p.36) that

technical skills, knowledge and abilities not be referred ,to as competencies. This

statement builds a fascinating angle to the debate: It can be reasoned that the fact that a

behavioural or emotional intelligence competency lost its place to a threshold

competency, and a professional skill, is because the professionals who devised the model

made it an option to choose! This interpretation not only shows how 'Developer
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TABLE 6
PATTERNS EMERGING FROM SMEs' CHOICE OF COMPETENCIES

AT THE END OF STEP ONE, PHASE TWO
POTENTIAL NUMBER FREQUENCY PERCENTAGE
OF SMEs: 6
Leadership 6 100%
Business Sense 5 83%
Vision 5
Relevant Knowledge 4 66.6%
Impact 4
Management Control 4
Judgement 4
Building Rapport 4
Decisiveness 4
Staff Development 4
Delegation 4
Initiative 3 50%
Analysis 3
Team Work 3
Entrepreneurship 3
Independence 3

Planning and Organising 2 33.3%
Communication: Oral 2

Self Confidence 1 16.6%
Assertiveness 1
Consideration 1
Work Standards 1
Problem Solving 1

Influence' impacts on competency selection, but it presents a strong case that choice of

methodology is not a neutral issue. Practitioners need to be cognisant of the fact that the

methodological choice made, needs to be aligned with their definition of the word

competency; if it is not, there will be disjuncture between their understanding of

competency and the method used to elicit it. This interpretation lends strong support to

the views that surfaced in the literature review (see pp.35; 74).
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The other fact that strongly underscores the role of the professional HR person in

being vigilant about their choice of methodology is the fact that I, during step 4 of the

process, meticulously subjected the inclusion of a competency to the standard test of

"Does this competency constitute a critical competency, over and above threshold? ,.

Despite this, relevant knowledge was still included, forcefully making the point that the

role of the SME is that s/he is the expert of the position under study, not of the science

and art of competency development.

The presentation, interpretation and discussion of the results of both the processes

designed in step one, clearly demonstrates that three of the four sub-themes (Developer

Influence, Design Influence and SMEs styles of responding and behavioural

repertoires) were confirmed in the data during this step. The exclusion of the sub-theme

'Group synergy " however, is understandable given that this step one was pitched at the

level of the individual SMEs; as such it could possibly not have yielded any data to

support the 'group synergy' sub-theme. Having perused the results of step one, then,

what can be learnt from studying the choices (see Table 7,pp.288-289) ultimately made

at the end of step four')

6.2.1.2. STEP FOUR

The question regarding the choices made at the end of step four, of necessity, has

to be informed by the decision-making process characterising it; a process depicted in

Chapter 4, pp. 174-176: Step four posed one task - that of reporting back on the choices

made in whittling down the 23 first cut competencies to the 8 final ones. This task,
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TABLE 7
COMP ARlSON OF COMPETENCIES SELECTED AT THE BEGINNING AND END

POINTS OF THE PROCESS OF COMPETENCY DERlV ATION
COMPETENCIES SELECTED AT COMPETENCIES SELECTED AT END OF

END OF STEP ONE STEP FOUR
1. Analysis 1. Leadership

Felt to embed:
Assertiveness

Impact
Oral Communication

Delegation
Self confidence

2. Assertiveness 2. Vision

3. Building Rapport 3. Relevant knowledge
Felt to embed:
Business sense

4. Business Sense 4. Judgement
Felt to embed:

Analysis
Decisiveness
Problem Solving

5. Communication: Oral 5. Building rapport (with other
stakeholders)

Felt to embed:
Team-work

Oral communication
6. Consideration 6. Initiative

Felt to embed:
Entrepreneurship
Independence

7. Decisiveness 7. Staff development
Felt to embed:
Consideration
Work Standards

8. Delegation 8. Management control

9. Entrepreneurship
10. Impact
Il. Independence
12. Initiative
13. Judgement
14. Leadership
15. Management Control
16. Planning and Organising
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TABLE7
COMPARISON OF COMPETENCIES SELECTED AT THE BEGINNING AND END

POINTS OF THE PROCESS OF COMPETENCY DERIVATION
COMPETENCIES SELECTED AT COMPETENCIES SELECTED AT END OF

END OF STEP ONE STEP FOUR
17. Problem-solving
18. Relevant Knowledge
19. Self Confidence
20. Staff Development
21. Team Work
22. Vision
23. Work Standards

23 competencies collectively yielded 8 competencies attained through whittling down
the 23 from step 1

though, set in motion a process of final selection through a simultaneous process of

discarding 17 competencies already selected as important and part of the first cut. Once

again, the designed process created a 'restricted-choice' scenario, this time, though,

asking SMEs to re-evaluate, and even more stringently sift, competencies they previously

considered 'must to haves'> an instance clearly alluding to the impact of 'Design

Influence' on the selection process. It was evident that in applying themselves to this,

the SMEs intuitively and spontaneously displayed an application of principles that can be

described as 'clustering' (see Table 8, p. 292), 'task focus' (Illustrated by a concernfor "

Yes, but would you say that that competency is most critical for superiorperformance? 'j,

'sensitivity to the fit of the competency to the position/function' and, finally,

'monitoring' or 'quality control' (examples of these trends were extensively detailed in

Chapter 4). These principles further reinforce the sub-theme 'SMEs pattern of

responding and behavioural repertoire' and for the first time point to the emergence of

the sub-theme 'Group Synergy' (Illustrated by a concern for" Yes, but Wal/Id you say

that that competency is most critica/for superior performance? 'J.
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Further, studying the general process that unfolded in step four is also

illuminating. Such incidences like a group member's request that the process be adjusted

to allow for a robust debate on the selection of a particular competency, the consistent

vigorous discussion that accompanied the group's reasoning, through which

competencies to include, and the group's characteristic tendency to " ... mull over what

their peers had to say and in the end, through consensus, ... decide whether it is one of

the critical eight or not", further reinforced the 'Group Synergy' sub-theme (see, pp.174-

175).

However, what is really interesting about this fourth step is that the designed

process for step four was simply for individual SMEs to call out their choice of 8

competencies; the group, however, endorsed a member's request that the process be

adjusted to accommodate a group discussion and debate. It is most certainly an

opportunity missed that I did not have the presence of mind to request that SMEs still

submit their individual choices to compare how tangibly their individual choices differed

from their eventual group choice. Had this been done, a very different angle on the

impact of 'Design lnfluence' would have been glimpsed.

In reviewing these trends one has to acknowledge three things: One, the group's

synergy in working together so well to attain their goals within the allotted time. Two,

the SMEs intuitive tendency to formulate criteria to guide their decision-making process;

this, it could be argued, attests to both their high-functioning nature as well as, possibly,

their underlying style and repertoire of behavioural competencies. Another equally

plausible explanation would be that their high literacy in competencies can be attributed

to their extensive involvement and commitment to the Competency Framework Project in

290

https://etd.uwc.ac.za/



291

1999/2000. Three, whilst the principles exhibited by the SMEs do not neatly fit into the

academic categorisation of competencies previously discussed, they nevertheless do

display a highly complex system of building the overarching competency they wished to

see reflected. As they pointed out, they wanted the behaviours embedded in those

competencies to be written into the 'umbrella' definition. The remarks-column in Table

8, p.292, reflects this concern. In sum, the presentation of the results, analysis and

discussion of the fourth step in the process clearly lends further support to the sub-themes

'Design influence' and 'SMEs styles oj responding and behavioural repertoires' and

first time support to the sub-theme 'Group synergy'.

6.2.1.3. STEP FIVE

Whilst the first four steps dealt with the identification of the 8 most important

competencies for superior performance as a City Manager, the fifth step centred on

ranking these competencies. The emphatic response of one group member that" Ranking

is not possible, even counter-productive may be because different situations require

different competencies ... " met with the unanimous sanction of the group. The group's

view on ranking does, interestingly, finds support in the literature: The Hay Group, (see

p.146), accentuate the fact that:

Todays leadersmust be able to leverage a broad range of styles given the
complexity of organisations and their people. They must be highly adapting and
improvising given changing strategies, shifting cultures and the explosion of
technology.

Still more support for this line of thinking can indirectly be inferred from a

parallel shift in thinking regarding organisations: Evans (cited in Boam & Sparrow,

1992, (see p.60» maintains that it is no longer a question of having the right 'fit'
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management; instead, management is deemed to have become a balancing act in which

'seeming contraries comfortably co-exist. Despite having presented, analysed and

discussed the results of this step, no data could be used from this to corroborate any of the

TABLE8
COMPETENCIES SELECTED AT THE END OF STEP FOUR, PHASE TWO:
COLLECTIVE SELECTION OF 8 MOST CRITICAL COMPETENCIES

FOR SUPERIOR PERFORMANCE
COMPETENCY SELECTED REMARKS MADE

1. LEADERSHIP Felt to embed:
Ability to influence and guide others Assertiveness:
without depending on positional authority Impact

Oral Communication
Delegation

Self confidence
2. VISION

Ability to step back from details and see
the broad and long-term picture

3. RELEVANT KNOWLEDGE Felt to embed:
Possessing the necessary knowledge and Business sense
skills to meet the job demands.

4. JUDGEMENT Felt to embed:
Evaluating information soundly, drawing Analysis.
logical conclusions. and making realistic Decisiveness.
decisions Problem Soh' ing

5. BUILDING RAPPORT Felt to embed
(WITH OTHER STAKEHOLDERS) Team-work:

Developing and maintaining confidence. Oral communication
trust and good working relations.

6. INITIATIVE Felt to embed:
Originating action and taking the initiative Entrepreneurship:
without having to be prompted Independence7. STAFF DEVELOPMENT Felt to embed:
Actively encouraging the development of Consideration:
subordinates' knowledge and skills by Work Standards
stimulating and guiding them and allowing
them freedom in which to learn.

8. MANAGEMENT CONTROL
Taking active steps lo monitor and regulate
one's own work and the work of
subordinates.
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identified three sub-themes. Further, there was insufficient data to suggest a new

emerging theme that would contribute greater understanding of the undergirding

formative hypothesis.

293

6.2.1.4. STEPSIX

Finally the sixth-step, of subjecting the 8 most important competencies identified

for superior performance as a City Manager to a three-pronged face validation strategy,

yielded exceptionally interesting perspectives. As described in chapter 4, for the first

level of enquiry in the face validation process, the identified competencies were

interrogated against the key performance areas (KPAs) previously identified for the

position of City Manager. The results of this process are captured in Table 9, p. 294.

In interrogating the fit of the competencies, the group generally indicated that the

suite of competencies identified through the card system would enable a potential City

Manager to successful deliver on six out of his/her eight KPAs (see Table 9). The

remaining two KPAs, however, were perceived to have either a competency, or the

behaviours indicative of that competency, missing. With regards the KPA: "To provide

Corporate Strategic Leadership", one SME raised the concern that given the power vested

in the role of the City Manager, integrity was a behavioural competence that was

glaringly missing. He recommended that the inclusion of the competency "integrity", or

even the behaviours comprising the 'integrity' competency for that matter, to bolster the

arsenal of any future City Manager. The group unanimously concurred with the logic

of the argument and agreed to record their final response in line with the

recommendation. Similarly, in considering the fit of the competencies against the KPA:
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"To actively manage own development in line with organisational goals ", again a group

member's observation, that such emotional intelligence competencies like selfawareness

are glaringly missing and would be critical to bolster the arsenal of any prospective City

Manager's ability to successfully deliver on this KPA, gained unanimous support. The

TABLE9
GROUP RESPONSE TOLEVEL ONE OF THE FA CE VAL/DAT/ON PROCESS

KPA RESPONSE
To provide Corporate Strategic Leadership Suite of competencies felt to lack the

behavioural competency of' integrity';
inclusion deemed to be critical to bolster
the arsenal of the prospective City
Manager.

To ensure allocation, management and Suite of competencies would enable
optimisation of resources delivery. No competencies were felt to be

glaringly missing or just do not seem to fit.

To drive organisational performance Suite of competencies would enable
delivery. No competencies were feit to be
glaringly missing or just do not seem to fit

To facilitate the development of Suite of competencies would enable
systems/strategies to deal with statutory delivery. No competencies were feit to be
responsibility! provisions glaringly missing or just do not seem to fit

To liaise with, consult and advise political Suite of competencies would enable
office bearers delivery. No competencies were feit to be

glaringly missing or just do not seem to fit
To set up strategic partnerships! alliances Suite of competencies would enable

delivery. No competencies were felt to be
glaringly missing or just do not seem to fit

To actively manage own development in Suite of competencies feit to lack the
line with organisational goals emotional intelligence competencies like

self-awareness, self-assessment etc.;
inclusion deemed to be critical to bolster
the arsenal of the prospective City
Manager.

To set up systems!procedures to ensure Suite of competencies would enable
adherence to organisational values delivery. No competencies were felt to be

glaringly missing or just do not seem to fit
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patterns emerging from these responses lend further support to the sub-theme 'Group

Synergy' and, in a more subtle way, further reinforces the sub-theme 'SMEs styles of

relponding and behavioural repertoires. '

For the second level of enquiry in the face validation process, the identified

competencies were interrogated against the content embodied in key organisational

indices that signify the organisation's key purpose (Fletcher, 1997), the needs of business

(Wood & Payne, 1998) and the organisation's big picture (Moloney, 2000) - indices that

include the strategic objectives, core business and transformation objectives of the City.

Now, whereas the first level of enquiry yielded a general sense that the suite of

competencies was adequate to deliver on the job requirements of the City Manager, this

second level of scrutiny markedly changed the tone of the group's response. Starting up

the debate one of the SMEs characterised the new organisation, as "one where global

competitiveness is high on the agenda of priorities, and concerns around international and

national best practice has become daily talk". Given this his criticism was that the suite

of competencies was essentially too inward looking: "The way the competencies are

written do not show an awareness of national and international best practice and do not

seem to value global competitiveness". Other members echoed this sentiment and were

unanimous that the competencies together seemed to sketch an insular, introspective

organisation; a kind of organisation that was out of step with both the issues valued on

the organisational scorecard as well as the vision of the new organisation captured in the

legislation. There was consensus among them that an extra-organisational awareness

competency was clearly missing. Another feit that the shift in the landscape of local

government hard-sold the image of a learning organisation; yet as he put it " I cannot see
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a competency around that and miss behaviour showing that". Again, his comment was

unanimously endorsed by the group, through comments like "Absolutely!"; " .... at our

level in the organisation, this understanding is key".

At times the group really struggled to put their finger on what a good word or

phrase would be to describe what they intuitively felt was missing. One such area arose

around a SMEs concern that a city manager's position summons a high degree ofpolitical

sensitivity or awareness - a behaviour and competency he could not see strongly visible.

This issue raised much energy and debate as members feit that the City Manager needed

"to have and gain the trust of the politicians" and "build partnerships with the

politicians". However, as one SME pointed out the competency capturing this sense

needed to do so powerfully, yet politically correctly, as the city manager needed to effect

a fine balance" ... between showing sensitivity to the politicians but not being seen by a

staff of 27000 as a sell-out". The group literally struggled to find a word or phrase that

would adequately capture this sense. They reluctantly settled on the word "sensitivity".

The group of SMEs' were a wonderfully energetic and goal directed group. This sense

was more profoundly endorsed when at 8h30 the following morning I received a phone

call from an SME to suggest that the word that truly captures the sense they were

struggling to name the previous day was "political astuteness". He conveyed to me his

sense of frustration that they could not adequately capture the sense, for me, the previous

day. He further shared with me that he retired to bed with this sense of disappointment.

When he woke up the next morning, however, he woke up with the phrase" political

astuteness". As he put it, that was his "ah-hal" experience. Once again these excerpts,

read together, further reinforce the sub-theme' Group Synergy' and in a less overt
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manner than in steps one and four, builds further evidence of the sub-theme 'SMEs styles

oj responding and behavioural repertoires'

For the third level of enquiry in the face validation process, the identified

competencies were interrogated against the broadest canvas, namely the content that

signified the changes within the contexts of the Local Government landscape. When it

came to imposing this third lens of enquiry on the face validation, they were emphatic

that the issues of concern raised at the second level were just as pertinent at this level and

that there were no specific, stand alone responses peculiar to this third lens.

Having reflected on the qualitative difference in response between the first two

steps in the validation process, how does one make sense of it? What comes to mind

almost immediately is how, in the process of identifying which of the 8 competencies out

of the 23 were the most critical, the SMEs had reframed the competencies so that they

meant more than what they did on the original card definition. Is it plausible, then, that

they brought this increased understanding of the selected competencies to their response

pattern when completing the first step of the validation'> In other words, did their general

sense of 'ok-ness ' with the competencies arise from their sense of judging their

expanded/modified versions of what these competencies entailed rather than the original

definitions? Viewed in this light, their responses at the second step would serve to

confirm the pattern emerging at the end of step four, namely that the way in which the

competencies were defined were not feIt to be adequate for the level of the position under

study.

The response of the SMEs noted above lends strong support to Moloney's (2000)

views, (see p. 84) that whilst generic models may, or even should, be used, she would not
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advocate the blind plugging in of competency frameworks into different organisations;

. such packaged imports generate insufficient feeling of ownership to promote, maintain or

to use them. In the light of this she recommends the tailoring of competency frameworks

for a specific organisation by factoring in such factors like culture and values of an

organisation and then selecting the right competencies and articulating them in the

correct/appropriate language that is relevant to their needs. Moloney's recommendation

resonates well with Spencer and Spencer's (1993) concerns that whilst generic scales

speed up and add precision to competency studies, they are not a substitute for individual

research (see pp. 81-82).

The differences in response pattern between these two levels in the validation

process also raise striking issues on varied levels. On a methodological level, they attest

to the value of the three-pronged face validation strategy in highlighting any seeming

incongruence in the SMEs' response patterns and ensuring that the researcher has

sufficient opportunity to tap this. What exactly, though, is the value of this strategy,

which started with a level of enquiry pitched at the job requirements and then moved to

progressively broader organisational indices of significance? Foremost, this strategy

accentuates the fact that this step, step six, is not a part of the original 5-step procedure

for deriving the behavioural competencies. In other words, the process would have ended

at step five with the competencies selected and ranked in terms of importance. This, in

itself, once again attests to the role of' Design Influence' in the selection process - had

the process been stopped there, the results would qualitatively have been different.

Further, the consequences of this abridged process would have sent the message that an

individual's competencies are the only factor that weighs in when considering
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performance. This would have been in direct opposition to Boyatzis 's view (see p.124)

that performance is a multifaceted concept where an individual's competencies form a

dynamic part of the performance model; a model that conceptualises effective

management as necessarily comprising the degree of overlap or "best fit" between the

individual, his/her job demands and the organisational environment.

Building on this idea, then, the first step of the validation process simultaneously

gives credence to this job component as being a vital cog in performance, whilst it sets in

progress a mechanism for aligning the competencies required with the functions to be

attained; in other words, a process of building a bridge between the competence and

competency components. In sharp contrast, the card system as a methodology is not only

unsuccessful in building a bridge to interrelate the competence and competency variables,

it also excludes the competence component entirely from its process. The latter, apart

from once again corroborating the sub-theme 'Developer Influence', also raises the

question as to whether the omission of this component, albeit in the form of a separate

component in the process or as a step in the interrogation of the power of the

competencies selected, is considered to be important.

Algera and Greuter (cited in Smith & Robertson, 1995, (see p.93» certainly seem

to think so as they conclude that a job-oriented analysis appears to be necessary in order

to acquire a complete understanding of the job. Kandola and Peam (in Boam & Sparrow,

1992) also endorse this view. They encourage potential users to probe the extent to

which the method or methods will enable the identification of less obvious and subtle, yet

critical aspects of tasks or job performance in order to gauge the utility of a method.

They warn potential users against the possibility that some methods inherently are
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general in their application and have predetermined content and structure that, ifused in

isolation, might fail to identify critical aspects that should be encapsulated in any

competency statement; a point that helps build one of the strongest arguments against the

exclusive use of commercially developed systems for identifying competencies.

A different form of affirmation, around the importance of the competence

component, comes from the American court cases reviewed and analysed by Kleiman

and Faley and Thompson and Thompson (see p.l 00). These analyses of job analysis

endeavours, either rejected as inadequate or deemed acceptable, have resulted in the

compilation of job analysis standards accepted by courts. From these standards,

questions like 'Was a job analysis done?', 'How well was it done?' and many others have

been documented (see p.97). With relevance to the probe 'How well was it done?'

Thompson and Thompson (1982, (see p.l 00)) show that even sophisticated job analysis

exercises are not immune to rejection by the courts. An excerpt from one incident

unequivocally alludes to the critical role of the competence component:

Ajob-element/j-coeficientvalidation effort had been undertaken where

"element = a worker characteristic which influences success in a job including

combinations of abilities, skills, knowledges or personal characteristics."

According to the court:.. the job element method of job analysis followed by the

NYSP in development of the 1975 trooper examination does not focus on what

troopers actuallydo on the job, but only on the underlying traits or characteristics

that troopers believe characterise successful performance..
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The inclusion of this first level in the face validation, then, points to the utility of

both the competence as well as competency components in providing the type of data

needed for a more balanced view of the factors that impinge on performance.

In much the same way, the second and third levels in the face validation assists in

correctly aligning the competencies required to help attain the vision as well as other

macro-organisational drivers of import; in the process, it also helps to overcome one of

the severest criticisms lodged against competencies - that of being backward looking.

Having considered the value of the validation strategy in this study, what support

can be found, if any, in the literature? Whilst no directly relevant commentaries could be

found, there were some issues raised in the literature that indirectly may have relevance.

Schuler (see p.l 08) in grappling with the enigma of why job analysis is hailed as critical

but, either seldom performed or when performed, seldom performed in ways that would

satisfy scientific standards, suggests that a reason may be traced to the problematic nature

of translating task characteristics into abilities or behaviour. He concludes that there

seemingly is no logical-deductive way to do it that promises absolute accuracy. His

conclusion raises the vexing question as to whether the face validation process, also

employing logical-deductive means, is not equally problematic.

Additionally, Boyatizis (1982 (see p.130», warns against seeking one-to-one

correspondence between the competencies and job functions. In fact, Boyatzis, Goleman,

and Rhee (1999 (see p.130», extend the argument further and maintain that equally

nightmarish is the search for connections between specific competencies of an individual

and elements of the organisational climate, culture, structure, systems or strategy. What

do these concerns, read together, imply in the context of this research? One view may
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certainly advocate that the face validation processes are flawed and as such should be

discarded. Another, may approach the dilemma differently: It may acknowledge that the

face validation process is a logical deductive way of interrogating congruence between

the micro and macro organisational indices and the various components of the

performance model, and as such may not be perfect. Yet, it may choose to look beyond

this issue and towards such facts like the power of competencies and competency models

(Wood & Payne, 1998) and their leverage (McLagan & Nel, 1995) on the organisations

in which they are introduced, to find a persuasive counter argument for continuing the

process of face validation. It may strongly motivate that in the face of the power that

competency models may have on impacting organisational cultures, it is of paramount

importance to test for potential disjuncture. A second compelling argument presents

itself in how the face validation process is conducted. For instance, the face validation

process in this study did not seek to find one-to-one correspondence between the various

components. What was in fact interrogated was the fit of the suite of competencies

against the backdrops of job functions, transformation objectives, strategic objectives and

other key organisational drivers. In other words, the entire exercise was conducted from

a 'big-picture' overview. Finally, the ultimate reason making a face validation so

invaluable is that it places in focus the system of governance that the competency

frameworks are to be introduced into: McLagan and Nel (1995) explain that a fledgling

system of introducing competency frameworks is almost always aborted in an

organisation whose deeper underlying system of governance does not legitimately

support such far-reaching change.
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To conclude, the entire presentation, analysis and discussion of this sixth step

lends abundant support to the sub-themes 'Group Synergy' and 'SMEs' styles of

responding and behavioural repertoires '. The other sub-themes 'Developer Influence'

and 'Design Influence' also emerged from the data in a fundamental manner.

Finally, to conclude the discussion and analysis of this first theme "Factors

within a selected met/wd' it is fair to conclude that all four sub-themes identified were

strongly evident from the response patterns of the SMEs.

6.2.2. DIFFERENCES BETWEEN SELECTED METHODS

A second dominant theme to emerge from the data is 'Differences between

selected methods '. Having thematically analysed the card system and knowing the

content of the four sub-themes comprising its theme, the theme 'Differences between

selected methods' suggested itself in tabulating the differences in the features

characterising the critical incident method (see Table 10, pp.304-305). This suggestion

was later entrenched as a theme when analysing the ensuing behavioural competencies

generated by the two different methods.
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6.2.2.1. TABULATING THE DIFFERENT FEATURES OF SELECTED
METHODS

TABLEIO
TABULATING THE DIFFERENT FEATURES OF

SELECTED METHODS
SUB-THEME ADAPTED CARD SYSTEM, CARD SYSTEM,
MATCHES CRITICAL ORIGINAL WITH FACE

INCIDENT VALIDATION
METHOD

Developer Competence No equivalent process No equivalent process
Influence: component developed or procedure in or procedure in

and content of key method- method-
Adapted Critical performance areas used
Incident: to substitute for the
o Competence & normally generic
o Competency 'event' question, in the
Components EAR 15model of critical

o Organisational incident interviewing.Analysis

Card-System:
Competency
component on I\"
Analyst Influence Competency Competency Competency
& Parallel: component developed component developed component developed
SMEs' styles of by interviewer/ analyst, through SMEs' through SMEs'
responding and post eliciting selecting already selecting already
Behavioural behaviours from developed developed
Repertoires: SMEs', during one-on- competencies, using a competencies, using a

one interviews. 5-step procedure: 5-step procedure:Adapted Critical Behaviours coded and 0 Step I: 0 Step! :Incident: then clustered into Identification of Identification ofVisible through competencies 12 most 12 mostcardinal role important importantplayed by competencies competenciesinterviewer/ analyst from a stack of from a stack of30in data coding 30 competency competency cardsprocess cardsCard-System:
0 Step 2: Eliciting 0 Step 2: ElicitingVisible through and recording and recordingcardinal role responses responsesplayed by SMEs
0 Step 3: 0 Step 3: Individual

Individual whittling down of
whittling down competencies to 8
of competencies most important
to 8 most
important

I~ EAR MODEL: Event. Action, Resu~
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TABLE 10
TABULATING THE DIFFERENT FEATURES OF

SELECTED METHODS
SUB-THEME ADAPTED CARD SYSTEM, CARD SYSTEM,
MATCHES CRITICAL ORIGINAL WITH FACE

INCIDENT VALIDATION
METHOD

0 Step 4: Eliciting 0 Step 4: Eliciting
and recording and recording
choice of 8 most choice of 8 most
important important
competencies competencies

0 Step 5: Ranking
of competencies 0 Step 5: Ranking

of competencies
Design Influence Visioning exercise No equivalent process No equivalent process

done through studying or procedure in or procedure in
Adapted Critical relevant legislation and method- method-
Incident: interviewing key
.One-on-one- stakeholders, in a
competency position of elucidating
interview, using. the. 'forward-looking
job contextualised component' of the job
EAR model
.Visioning
Exercise;
.Face Validation

Card-System:
5-step Process
'Group Synergy' Face Validation No equivalent process A step six added onto

exercise done with or procedure in the original process to
Card-System: SMEs and a range of method included a face
Evident as active other stakeholders validation process.
influence in considered to be This comprised a three-
decision-making knowledgeable of the pronged interrogation
process 'forward-looking' strategy: It started with

component of the job a level of enquiry
Adapted Critical pitched at the job
Incident: requirements (KPAs)

then moved to
No equivalent progressively broader
because intensive organisational indices
individual process of significance

(strategic objectives,
transformation
objectives, core
business etc.)

305

https://etd.uwc.ac.za/



6.2.2.2. ANALYSIS OF THE TWO METHODS

In doing a structural analysis of the two job analyses methods, it was evident, that

three sub-themes gave content to the adapted critical incident method. In other words,

over and above the four sub-themes relevant to the card system, there were three sub-

themes relevant to the adapted critical incident method. However, two of these sub-

themes are, in real terms, the same as that of the card system; there are noticeable

differences arising from the differences in method, itself. (These differences, when

reflected in the discussion below, are italicised so as to accentuate them). Thus, even

though two of the sub-themes of the adapted critical incident method shared the same

heading, the content of the sub-themes are different. Besides this, there are also other

differences between the sub-themes particular to the card-system versus those particular

to the adapted critical incident method: Most noticeable is the different sub-theme,

'analyst influence' accentuating the key role of the interviewer/ analyst who ultimately

builds the competencies from the behaviours elicited from the SMEs' interview; a role

that affirms that as the SME is the expert of the position under study, the analyst is the

expert of the science and art of competency development. The other difference is the

absence of the sub-theme 'Group synergy', directly confirming that the adapted critical

incident method was a highly intensive individual, as opposed to group, process.

The three additional sub-themes unique to the adapted critical incident method are

as follows:

• Developer Influence

Professionals develop job analysis methods and as such their understanding of

key constructs, like performance, competency and competence, as well as what
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constitutes predictors of success influences the resultant components selected to

comprise a method. In the City of Cape Town's in-house developed model, this

understanding translated into the development of a 'job contextualised 'version of

critical incidents, supplemented by a visioning exercise and a face validation

process, using a range of stakeholders. In other words, this understanding

resulted in the inclusion all three components of the performance model. Unlike

in the sub-theme of the first theme, where a professional's understanding

influenced the pool and nature of competencies SMEs could select from, the

inclusion of these components influenced how the behavioural competencies were

generated. Further, it influenced what data the interviewer' analyst would select

as constituting behavioural competencies .

• Design Influence

Besides developers' understanding of constructs influencing the components

included in a job analysis method, they also determine how the method will be

structured so that SMEs can generate competencies. The tasks and processes they

structure determine 'how' the behavioural competencies are derived by the SMEs.

In the instance of the City of Cape Town's adapted critical incident method, SMEs

were individually interviewedfor an intensive three-hour period in which a pool

of behaviours was elicited via a structured interview guide. Unlike with the card

system, where the tasks and processes created a pressure-cooker scenariofor the

SMEs that impacted on which competencies they selected, in this method thefocus

o.f selection, and organisation of data .fell to the interviewer analyst: Post the
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interview, the interviewer s analyst s identified all the behaviours from the

interview and sorted them into piles of 'like-behaviours '. Depending on the

essence conveyed by these piles of 'like-behaviours' a competency label. was

developed and attached; where there was insufficient behaviour to build a

competency, that behaviour was discarded.

• Analyst influence

At the risk of stating the obvious - the developer of a measuring instrument is not

necessarily the user of the instrument. Whilst the developer of any instrument

brings his/her understanding of key constructs to measurement of any kind, the

interviewer/analyst/user of any qualitative measuring instrument becomes a

measuring instrument: How these interviewer/analysts cluster the behaviours and

form the emerging competencies when coding the behaviours elicited from the

one-one interview sessions, also influences the behavioural competencies

generated.

These differences evident between these methods are tabulated in the column

"Sub-theme matches in Table 10". The burning question sparked by scrutiny of these

differences, though, is whether they in fact have an influence on the behavioural

competencies generated. It can certainly be argued that a way in which one could

ascertain whether choice of job analysis method (and the kinds of differences accentuated

in Table 10) influences the competencies generated, is to compare the competencies

yielded by the different methods (see Table 11, pp.309-3IO) - a process that sounds far

easier than what it actually is. A close study of the competencies, their labels and
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definitions quickly reveals the difficulty of the task at hand: What does one expect such a

scrutiny to reveal? - competencies with the same names; competencies with different

names, but like sounding content; competencies with the same titles but different nuances

in the content; competencies, with different names, generally different content, but a few

words that are matched? What constitutes the standard for what is acceptable and what is

not?: Out of the 15 competencies, two shared the same title; yet could one assume that

title-matches meant content matches? In this case, even though 'vision' and 'vision and

strategy' practically shared the same titles, they could not totally be regarded as 'content-

equivalents'. Whilst the definition of vision in the card system seems to denote a singular

construct, the vision and strategy definition presents a more complex construct for

measurement.

TABLE 11
COMPARISON OF COMPETENCIES SELECTED VIA DIFFERENT JOB

ANALYSIS METHODS
COMPETENCIES DERIVED IN PHASE COMPETENCIES DERIVED IN PHASE
ONE, STA GE 3, OCTOBER 2000, USING TWO 2003, USING THE CARD SYSTEM
AN ADAPTED VERSION OF CRITICAL
INCIDENT METHOD
INFLUENCING LEADERSHIP
Creates a culture of partnerships between all
stakeholders to facilitate effective decision making
which serves the interest of the City. This is
achieved through informing. reasoning. persuading,
and building relationships. Through the identifying
of common goals. fostering of good relationships.
networking and clear communication. co-operative
governance is achieved

Ability to influence and guide others without
depending on positional authority

MONITORING PEOPLE AND ROLES
Ensures that people fully understand the
organisational structure. their own and others work
processes, goals and roles within a framework of
clearly stated and agreed performance expectations.
This is achieved by identifying key priorities.
communicating performance standards and putting
in place effective monitoring mechanisms. The
effect of this is good stewardship. development of
staff and the attainment of goals

VISION
Ability to step back from details and see the broad
and long-term picture
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TABLE 11
COMPARISON OF COMPETENCIES SELECTED VIA DIFFERENT JOB

ANALYSIS METHODS
COMPETENCIES DERIVED IN PHASE COMPETENCIES DERIVED IN PHASE
ONE, STAGE 3, OCTOBER 2000, USING TWO 2003, USING THE CARD SYSTEM
AN ADAPTED VERSION OF CRITICAL
INCIDENT METHOD
CONTINUOUS LEARNING RELEVANT KNOWLEDGE
Proactively seeks out opportunities tor ongoing self- Possessing the necessary knowledge and skills to
development and growth through self-assessment. meet the job demands,
seeking feedback from others. going beyond own
comfort zone and identifying appropriate learning
opportunities, This results in increasing own and
organisational effectiveness
VISION AND STRATEGY JUDGEMENT
Through incisive analysis and original thinking. Evaluating information soundly. drawing logical
creates a compelling picture of where the conclusions, and making realistic decisions
organisation is going to and how to get there. This
inspires others and encourages change of mind-set
and results in buy-in. participation and commitment.
WALK THE TALK BillLDING RAPPORT
Ensures that all interactions and decisions are (WITH OTHER STAKEHOLDERS)
guided by a core set of values and will take a stand Developing and maintaining confidence, trust and
and provide direction through own example and good working relations.
courageous leadership. This 'will result in trust,
mutual respect and integrity of all.
DRIVING FOR RESULTS INITIATIVE
Ensures a high performance organisation that Originating action and taking the initiative without
provides prioritised service delivery and persistently having to be prompted
and successfully navigates through obstacles to
achieve this, This is achieved through influencing.
effectively planning and facilitating efficient
processes. establishing financial controls and
equitable resource allocation. Results are achieved
and measured against established criteria within a
culture of accountability and responsibility.
FACILITATING INTEGRATION STAFF DEVELOPMENT
Ensures the organisation functions in an integrated Actively encouraging the development of
way through encouraging collective ownership by subordinates' knowledge and skills by stimulating
obtaining input and involving all stakeholders in and guiding them and allowing them freedom in
key issues impacting on the City. This results in which to learn.
effective City governance and selvice delivery

MANAGEMENT CONTROL
Taking active steps to monitor and regulate
one's OWII work and the work of subordinates.
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In fact, most of the definitions in the card system seem to map a one-to-one

managerial relationship, evident through such definitions as "Taking active steps to

monitor and regulate one's own work and the work of subordinates ". Further most of the
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definitions are generic in that they do not provide a work context to the behaviours

depicted. Ironically, this has the negative effect of sketching a not-so complex

organisation in which the actor is the sole kingpin in a very simple system of interactions;

a perception that obviously is not necessarily true. This is most clearly visible from

definitions like "Developing and maintaining confidence, trust and good working

relations: Originating action and taking the initiative without having to be prompted".

In contrast, the definitions developed by the appointed consultants working for the City

of Cape Town, seem to map a one-to-many managerial scenario: "Ensures that people

fit/ly understand the organisational structure, their own and others work processes, goals

and roles within aframework of clearly staled and agreed performance expectations ",

Further, constant references to the various stakeholders allude to a highly complex

organisation, with a web on interactions that the actor is foremost in, but nevertheless still

only a part of Examples of this are "Ensures the organisation functions in an integrated

way through encouraging collective ownership by obtaining input and involving all

stakeholders in key issues impacting on the City; Creates a culture of partnerships

between all stakeholders tofacilitate effective decision making which serves the interest

of the City ". An even further difficulty in drawing comparisons is that the competency

definitions are not written in the same format; whereas a competency in the card system

could potentially just state an outcome like "Developing and maintaining confidence,

trust and good working relations ", the consultants were guided by the tenets of the EAR

model in writing the competency definitions.

Despite all these challenges, can one venture a companson between the

competencies yielded by the different methods? Table 12, on the following page,
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endeavours to do just that. It accentuates the key observations that five out of the eight

competencies were linked, in essence, to the same domain or competency cluster.

TABLE 12
EQUIVALENCE TABLE FOR COMPETENCIES GENERA TED

USING DIFFERENT METHODS
SIMILAR! RELATED:

CARD SYSTEM EQUIVALENT IN ADAPTED
CRITICAL INCIDENT

1. Building Rapport Facilitating Integration
2. Management Control Monitoring People and Roles
3. Vision Vision and Strategy
4. Leadership Walk the Talk
5. Initiative Driving for Results

SIMILAR! RELATED but not entirely content equivalents; whereas, the essence
conveyed by the competencies linked them, one could not match the content point for
point or as representing the same level of complexity: whereas the card system
definitions seem to portray simpler, singular constructs, the other definitions seem to be
far more complex. What was clear, though, is that their essences linked them to the same
domains or competency clusters

NO DIRECT EQUIVALENTS:
FOR CARD SYSTEM DEFINITIONS FOR ADAPTED CRITICAL

INCIDENTS
6. Staff Development Continuous Learning
7. Relevant Knowledge influencing

NO DIRECT EQU1VALENTS
No direct content matches could befound that out-rightly linked the competencies
generatedselected by the one method to those of the other

However, just as much as there was a similarity, there was a difference in the levels of

simplicity versus complexity as far as the content of the competencies were concerned.

Table 12 clearly illustrates that there is relatedness between 'Management Control' and

'Monitoring People and Roles '. Yet, the definition of 'Management and Can/rol' alludes

to a day-today-management scenario whereas 'Monitoring People and Roles' alludes to a

complex system, in a complex organisational setting. Similarly, the content embodied in

the definition "Walk the talk" is far richer and complex than that of the definition of
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'Leadership ". In fact, part of this rich definition captures the central value assigned to

integrity; an aspect the SMEs felt was glaringly missing from the definitions in the card

system. How, also, does one deal with the word "... influence" in the definition of

leadership in the card system"; does one take the isolated word and match it to the

competency "influencing" generated via the adapted critical incident method? Obviously

not, as it is the essence that needs to be matched; this, however, potently illustrates just

how difficult the task of comparing different definitions, is.

Table 12 also shows that no direct content equivalents could be found for the

competencies "staff development, relevant knowledge, continuous learning and

influencing". A closer analysis of some of these, however, proves very illuminating:

Firstly, as has been alluded to before, it is now no surprise that there is no equivalent for

'relevant knowledge'; the adapted critical incident method would not regard that as a

behavioural competency - accentuating the "developer influence' theme quite clearly.

Secondly, even though the phrase" ... development of staff" appears as an outcome in the

competency 'monitoring people and roles' it clearly cannot be claimed to match the gist

of 'staff development' competency. In the same vein, whilst the focus of the staff

development competency is one where the manager develops others, 'continuous

learning' advocates that for the reality of a learning organisation to dawn, self-

development, at the highest organisational levels, must be pursued. What is really

interesting is that this concept ofa learning organisation, with a concomitant competency

to help realise such a culture, was identified by the SMEs as being glaringly missing from

the card system, during the second level of the face validation process.
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6.2.2.3. MERITS OF COMPARING DIFFERENT JOB ANALYSES
METHODS

The key question that needs to be posed is whether there is any value in

juxtaposing the results of two different methods, as has been done, when those methods

are built on different constructs, and different tasks and processes? Schuler, in Smith and

Robertson (1995) applied his mind to the issue, and was very decisive that a

comparability of results from different instruments is questionable in most cases. In

contemplating the validity of such an exercise he strongly advocates that for any given

job, the same elements should be scaled as relevant because comparability between the

results of different methods is very restricted due to the divergent quality of the responses

(see pp.111-112). Given this bleak prognosis, is there justification at all for the current

analysis? Being fully conversant of the both the limitations and the challenges, it was felt

that the only way one can fully explore any phenomena is to unpack the issues not readily

visible from a surface analysis. In this instance, how does one understand how and in

which ways the choice of methodology impacts on the competencies selected or

generated? Further, if this were not done, how would a practitioner be aware that it is not

just a method one chooses? How does s/he become sensitised to the fact that it is also a

developer's understanding of key constructs, his/her design of tasks and processes to

yield the proper selection or generation of competencies and a choice between whether

the interviewer is assigned an active role as data analyst or the SME is placed in a

position to do the distillation process from a menu already developed by the professional,

that may influence the choices made or the competencies generated?
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6.3. CONCLUSIONSANDRECOMMENDAT/ONS: PHASE TWO

There are a few factors that need to be borne in mind when contemplating the

kinds of conclusions that can be reached about whether "The job analyses methods

selected jar the competency component have an impact on the behavioural competencies

generated.' As previously stated, this is a case study that exclusively focused on

competency profile development within the City of Cape Town - an organisation in the

throes of change - and hence it can be argued that the findings are contextually bound to

the City. Secondly, for this component of the study, the sample selection was effectively

dictated to by the position under study - a single incumbent position, namely the City

Manager - consequently, factors such as race, gender and sample size could not be

controlled for. These factors considered, there is no expectation that the findings of this

research would be generalisable either to positions with more than one incumbent or to

fairly stable organisations endeavoring to study existing jobs. However, the emergence

and identification of these themes both illuminate a critical aspect of the phenomenon of

competency profile development as well as provide the content and basis for future

research designed to test both the prominence of these themes as well as their impact on

the validity of competency profile development.

6.3.1. VARIABLES WITHIN A CHOSEN METHODOLOGY
INFLUENCE THE BEHAVIOURAL COMPETENCIES
SELECTED OR GENERATED

Having both analysed the pattern of responses yielded by using the card-system

and studied the structural differences between the two methods, it is apparent that several

variables within a chosen methodology influence the behavioural competencies selected
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or derived; in other words, it is not only the methodology per se. Firstly, a developer's

understanding of key constructs may influence what is measured in any particular

methodology and how. In packaged models this variable manifested in the measurement

of a competency component only and impacted on which competencies were included

and excluded from the pool from which SMEs made their choices, as well as what was

deemed to constitute a competency. Likewise, in the adapted critical incidence method

this manifested in the measurement of a competency component, developed through a

job-contextualised EAR model and validated against both the jobs demands and the

organisational drivers. Through this process the type of data needed for a more balanced

view of the factors that impinge on performance, was obtained.

Secondly, developers also influence how job analyses methods are structured

whilst the tasks and processes designed influence 'how' the behavioural competencies are

selected or derived by the SMEs. In packaged models SMEs respond to these tasks and

processes by both drawing on their innate styles and behavioural repertoires and the

synergy of their group to assist them in the process of making decisions about the correct

competencies to select. In the adapted critical incident method, the influence of a

methodology's design places the interviewer/analysts in a role where s/he clusters the

behaviours extracted from the SMEs interview and forms the emerging competencies.

Thirdly, even though five out of the eight competencies were linked, in essence, to the

same domain or competency cluster, this indicator of relatedness was matched with

noticeable differences in the levels of simplicity versus complexity as far as the content

of the competencies were concerned.
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To sum up then, the findings of this research have highlighted how 'developer',

'design' and 'analyst influence', 'SME styles of responding and behavioural repertoire'

and 'group synergy' may influence the behavioural competencies selected or generated.

Considering the particular parameters of this research, it is only natural to ponder whether

these findings are merely a function of the sample studied and the organisation show-

cased. Further research of these themes, be they in the form of quantitative testing across

multiple organisations, or different forms of qualitative research in more than one

organisation, is thus motivated on these grounds.

6.3.2. CHOICE OF METHODOLOGY INFLUENCES DEGREE OF
CONFIDENCE WITH WHICH RESULTS ARE INTERPRETED

Whilst it seems clear then that variables within a chosen methodology influence

the behavioural competencies selected or generated, choice of methodology per se seems

to influence the degree of confidence with which one interprets the results attained.

6.3.2.1. THE CARD SYSTEM

The card system, for example, measures the competency component only,

implying that it is the component of performance valued. In terms of Deise's

levels of analysis, this pitches the theory undergirding the model's development at

an intra-personal level, sending out the message that superior performance is only

a result of something residing within the individual - a level of analysis that may

be critiqued as being reductionistic (see p.117). Further, the design of the card

system raises concerns reminiscent of Wood and Payne's regarding the

methodological approaches predating the use of competencies. Wood and Payne
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(1998) critiqued these approaches because they involve a process of hypothesising

the appropriate attributes required for the tasks and responsibilities identified.

Consequently, selection decisions are unwittingly made by comparing potential

applicants' fits with SMEs/decision-maker's mental models - models that may

have had no relation to the actual requirements of the role (see pp.53-54). Such a

critique would have been especially relevant in describing the SMEs decision-

making process of the original card system, comprising only the 5-step process.

It is also noteworthy to remember that the card system can be regarded as

a generic model and these, as Spencer and Spencer (1993) commented, house

competencies applicable to all jobs and none specifically. Many of the

competencies included in menu systems, thus, may be found to be irrelevant to

the specific job under study or found to be "lacking" i.t.o the specific

requirements of a particular job in a specific organisation. The latter was clearly

supported by the SME responses during step four of the second phase of the

research. Despite responses like these, generic models remain popular in

industry. Why is this so')

In part this can be attributed to the fact that these systems offer more

practical and cost effective methodologies - a sentiment often heard in

practitioners' and consultants' responses that "Business cannot afford the Rolls

Royce approach of standard methodologies, like the critical incident technique,

repertory grid etc., because they still have posts to fill in this year!" What it is

about these 'purist' research methodologies that fuel the perception that they are

impractical for industry') Apart from the most obvious constraints that HR faces
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In terms of limited resources, the real tensions relate to the practicalities of

balancing the demands of qualitative data analysis with the realities of work, viz.

the sustained pressure on practitioners to deliver a basic function to line

management over and above the research aspects of their function. It is in this

context that different methodologies create very differing roles and demands on

practitioners - with the generic ones, no doubt, trumping in terms of speed of

product completion and minimised organisational input.

As critical as these practical considerations no doubt are, the key question

to ask is how adequate is the product produced in assisting business to deliver on

its mandate, and how valid is it given the realities that have to faced and lived

through in South African organisations. It should be remembered that the

political changes in South Africa have catapulted South African society and its

organisations, alike, headlong into a quest to forge a new identity for itself; an

identity that, in the long term, needs to render it globally competitive. In the

throes of the ensuing transformation process, South African organisations helped

instil an ethos of affirmative action to try and redress the imbalances in the

workforce created by past labour policies and practices. With this ethos of

affirmative action firmly rooted in organisations, issues like cross-cultural

sensitivity, diversity management and participative management, hold a particular

currency in organisations; especially since they force scrutiny of whether

organisational policy and practices adequately champion these. It is precisely the

peculiarities of this context that cautions against simply plugging in

methodologies (like the card system and critical incident technique) developed in
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countries with hugely different contexts, histories and futures into South African
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organisations.

Being cognisant of South Africa's legacy, then, steps developed to tap the

organisational environment (like its strategic objectives, transformation

objectives, service delivery imperatives, values etc.) are an adaptation that ensures

that the competencies yielded by the process mirror congruence between practice

and policy are viable in terms of their business relevance. Similarly, the entire

Step six - the face-validation process - resulted in the actual requirements of the

role (the job's demands) as well as the critical organisational indices, being built

into the equation for selecting competencies - effectively shifting the process

from a level one analysis to a significant level above that.

6.3.2.2. THE CARD SYSTEM AND THE ADAPTED CRITICAL
INCIDENT METHOD

One of the main criticisms levelled at competency methodologies, be they

critical incidents or the card system, is that they exclude any and all techniques

necessary to net forward looking competencies -a feature critical if one wishes to

select people who will be able to cope with the present and the future (see p.74).

In phase one of this study, the adapted critical incident method seems to integrate

the best of both paradigms: by designing a process aimed at eliciting behaviour, it

bypasses the criticism of unconsciously enlisting SMEs' mental models, and then

it bypasses the criticism that behaviour is simply backward-looking by building in

components and steps focused on integrating forward-looking competencies.
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In much the same way, sample composition and how it is treated in both

these methods cannot be deemed to be a neutral issue given the history of South

Africa and its resultant influence on organisations. Competency methods

generally have introduced a concept of 'superior performers'; a concept that has a

huge impact on sample selection. Terms like 'effective' and 'superior performers'

could become exceptionally charged and loaded terms, given the past labour

inequities and the fact that many South African organisations do not have

performance appraisal systems or use systems that cannot claim to be consistently

based on valid and defendable criteria. In the current study, the sample was

skewed to predominantly "white" males and no females at all. This area in both

methodologies can influence the degree of confidence with which results are

interpreted.

In sum then, whereas first world countries can comfortably use descriptive

parameters to decide on choice of methodology (like objectives of the user, size of

the organisation, size of relevant populations, timescales and budgets etc., (see

p.67), South African organisations are almost compelled to add the transformation

parameter as a highly prioritised driver. In this context, there is no denying the

benefits that qualitative data analysis holds for organisations, especially those

engaged in transformation. It is true that qualitative data methods are often time

consuming and depending on the sample size and whether the methodology is

being applied in focus groups or one-on-one interviews, substantial costs may be

incurred. However, the data captured is usually rich and invaluable in providing
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the organisation with the kinds of behavioural indicators that the occupational
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categories under scrutiny need.

Knowing that developer, design and analyst influence, SME styles of

responding and behavioural repertoire' and group synergy may influence the

behavioural competencies selected or generated and knowing that the choice of

methodology also seem to influence the degree of confidence with which one

interprets the results attained, it is critical to ask what organisations should do

practically, or do differently, and what the research implications are of this

knowledge.

6.3.3. RECOMMENDATIONS:

6.3.3.1. WHATMUSTORGANISATIONSDO WITH THIS
KNOWLEDGE ORDO DIFFERENTLY?

o Organisations should add, and place a high premium on, developer

and design influence, as well the degree of confidence in results, to

Kandola and Pearrr's summary (see p.67) of the key organisational

factors that influence the methodological choices made (namely the

objectives of the user, size of the organisation, size of relevant

populations, timescales and budgets)

This action impresses on practitioners that choice of methodology is

not a neutral issue. Besides having time, money and human resource

implications, methodologies bring with them a particular

understanding of key constructs and measurement and if this is
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incongruent with the organisation's understanding of these constructs

and/or of what needs to be measured, the final product will yield

limited outcomes. Practitioners thus have to consciously interrogate

key constructs comprising a method and interrogate these against the

backdrop of organisational thinking. Further, with organisations

increasingly going the consultant route in outsourcing certain types

of HR processes, it means that practitioners must clearly check for

alignment between consultants' understanding and that alignment of

the organisation, rather than treating their proposed interventions

with saintly reserve.

o When usmg packaged models, practitioners would fare better in

heeding Moloney's advice of tailoring these frameworks for the

organisation by factoring in such factors like culture and values of an

organisation and using groups of people in the organisation to design

these frameworks and language them in ways relevant to the

organisation (see p.85). If this is done, greater buy-in from

stakeholders can be assured. Further, such concerns like, "Won't you

say that that competency is more applicable lower down in the

organisation? ,. and such responses as, "The way the competencies

are written do not show an awareness of national and international

best practice and do not seem to value global competitiveness", will

not surface (see pp.175; 298).
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o When using methods in which the 'design' creates an active role for

the SMEs to select competencies, the user should consider the

competency literacy of the sample to make the decisions they are

asked to as these are ultimately factors that impact on the validity of

the final competency profile.

o Lastly, instead of discarding a method because it is deemed to have

an area or some areas which may overshadow the degree of

confidence with which one is able to interpret the results, it is

recommended that complimentary steps or procedures be built in to

remedy the perceived short-comings; the discussion on the value of a

face validation process, as well as the techniques applied to

overcome the criticisms levelled at competency development, refers

(see p.295).

6.3.3.2 WHAT ARE THE RESEARCH IMPLICATIONS OF THESE
FINDINGS?

Even though this section focuses on behavioural competency development, it is

important to locate this component within its bigger context, namely the competency

profile. Competency profiles, it needs to be remembered, are the tools used either to

guide and structure the assessment process, other HR processes or, even more

ambitiously, drive integrated HR frameworks. Utilised within an assessment process,

behavioural competencies constitute a significant segment of the criteria informing the

basis for assessment and the types of assessment tools to be used. It is this very fact that
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renders behavioural competencies and their development an issue of such import in the

selection process.

The findings of this research have highlighted how developer, design and analyst

influence, SMEs styles of responding and behavioural repertoire' and group synergy may

influence the behavioural competencies selected or generated; in so doing, it also exerts

an influence on the selection process. What are the research implications of these

findings, then?

Firstly, the influences of SMEs' styles of responding and group synergy point to

the kind of leverage that a selected sample have, both in a methodology that has

'designed' an active role for them, through selecting competencies, and in a methodology

where their behavioural repertoires are harvested from interviews. Given this kind of

leverage, what is the predominant face and voice of these samples? The face of senior

management in South Africa has historically been white and male and even if the sample

interviewed is said to be a sample of successful performers, inevitably the behaviours

pooled are behaviours reflective of a very specific sample; one skewed in terms of race

and gender. Johns (2003) reports that at present the top managerial jobs in the City of

Cape Town are still held by white males. She substantiates this statement by illustrating

that of the City's 27 000 strong employee base, white males hold 68,8 percent of top jobs

compared with 1,3 percent African women, 6,2 percent African men, and 15,3 percent

coloured men (Johns, 2003). These figures become especially significant in single

incumbent positions like the present one as it means that the selection of the most

complex layer of the leadership echelon is shaped by a definitive voice - one skewed in

terms of race and gender. Even though the results of Stage 3, phase one, showed just

325

https://etd.uwc.ac.za/



how elusive pin-pointing the impact of "race" on the ensuing behavioural repertoire is,

there can be no doubt that the more diverse in thinking and composition a sample is, the

greater will be the buy-in from employees (and ultimately, the confidence in the

findings).

Given the limitations of the current research, further research is recommended to

explore the influence of 'SMEs styles of responding and behavioural repertoire' and

'group synergy' in samples representative of race, gender and choice of methodology on

the competencies selected or generated. Considering the skewed managerial profile in

South African organisations, however, it may presently only be possible to do this at

junior managerial level.

Secondly, given the findings of this research, another area of great interest would

be to delve into how SMEs make the choices they do when using generic systems, like

the card system.

Thirdly, reflecting on the managerial profile of the city, Johns (2003) explains that

since retrenchments are not envisaged in the city, it needs to find creative ways to

implement employment equity. In the article, she reports that the city's plans to apply for

a huge restructuring grant from the government to implement equity and affirmative

action, is reflective of one such creative way. She further reports that this grant, which

the city hopes will be between R300-million and R500-million, will be used to restructure

serious staff imbalances in the city administration. Notwithstanding the merits of this

proposed course of action, the emergence of the theme 'developer' influence opens up

another facet of response to this momentous challenge. Since 'developer influence' has

been shown to impact on what is measured, organisations also need to approach the
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implementation of affirmative action through the design of organisational cultures

supportive of this ethos. In the light of this, research is suggested on the components

necessary to measure the organisational environment component of the performance

model. This would elucidate the organisations' deeper underlying system of governance,

which often times, in South African organisations, is what undermines far-reaching

change in a significant way. Further, through such research, the theme 'developer

influence' can be instrumental in putting measuring tools to optimal use when helping

organisations create the organisation they want and need.

Fourthly, South African citizens frequently lament that despite South Africa

sporting one of the most progressive constitutions possible, and laws that are equivalent

with those of first world countries, the appropriate organs of state seem unable to police

the implementation of these laws effectively. The decree of the Employment Equity Act

(EEA) to uphold the new legislation, by not discriminating unfairly on the bases of

invalid criteria, is a clear case in point. Despite the fact that selection processes are

subject to compliance with the EEA and business has been sent an unambiguous message

that they have to assure that the competencies used in selection processes have been

derived in ways that are defendable and valid, there is no documentation of what is

adjudged to be defendable and valid. South African organisations do not have recourse

to job analysis standards accepted by courts, as American organisations do. In attempting

to access the CCMA data base, to ascertain the number of disputes lodged by employees

regarding the use of biased, inaccurate or obsolete criteria, I was informed that such

statistics were not available because case-data were not captured along these lines. In the

absence of recourse to such resources, the merits and demerits of cases comes down to
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judge's styles of adjudication, as was observed by Kleiman and Faley in American courts

(see p.95). Despite the limitations of this research study, if South African researchers are

not going to see the urgency of conducting further research on the prevalence of the

themes identified and building a bridge between their research and resources available to

South African Labour Courts, the back door fuelling non compliance of the prohibitions

of laws, will remain ajar for many years to come.

Nine years after the formation of the 'New' South Africa, employees'

expectations around integration into the fabric of organisations are stronger than ever.

Given the changed legislative drivers impacting on Selection decision-making, as well

career decisions in any other HR Systems, validity considerations are arguably of the

most important in considering methodologies. The rationale is clearly that this parameter

can render an organisation legally vulnerable: If an organisation is unable to prove

validity of its competencies in the face of allegations of unfair labour practice generally,

or on the grounds of the competencies' non-relevance to a position, an organisation might

be taken to the CCMA or the Labour Court. Depending on the adjudication of the case,

financial costs may be incurred. In a scenario like this it becomes academic to argue that

the organisation used a perfectly standard methodology - the dilemma is clearly that

there are many facets impacting on the degree to which competencies can be validated for

use in South African organisations that have not been explored. Thus the depths of what

validation needs to embrace in the context of South African organisations have to be

sufficiently plumbed.
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CHAPTER 7

CONCLUSION

EXPLORING THE FACTORS THAT IMPACT ON THE VALIDITY OF
COMPETENCY PROFILE DEVELOPMENT: A CASE STUDY

Coming to the end of a journey that sought to explore the factors that impact on

the validity of competency profile development, how does one tie together the various

strands of the research to portray the conceptual ground traversed? Firstly, in

acknowledgment of the silence of research around the process of job analysis, and to

yield maximum gains from the process, it should be noted that a two tiered research

design and qualitative enquiry was developed.

Through this design, the first phase of the research excavated documentary data

about the City of Cape Town's Competency Framework Project; data that allowed the

reader to enter a case study set in a pulsing organisation, witnessing through organisational

lenses the intensity of, as well as the kinds of, pressures acted upon them, the

organisational responses triggered and the significance of these. The issues that surfaced

within this case study represent a slice of reality; whilst they cannot claim to be

descriptive of all organisations, they mirror a microcosm of the kinds of issues that build

up within real organisations. Through the benefit of the documented data, the

researchers' dilemmas around choice of methodologies; judging the relevancy of

competencies developed to lead the change process, ascertaining an accurate response to

and management of dramatically skewed samples; the types of interventions to design,

etc., become real issues in the minds of readers; issues of mammoth proportions that

cannot simply be wished or theorized away. In the end, even though this is a case study
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limiting the conclusiveness and generalisability of its findings, the facets of the

phenomenon of competency profiling illuminated, will no doubt add more wood to fire of

debate and discussion and ultimately further research.

Further, the research design chosen implied that the common strategy of

broaching the issue of validation from the vantage point of test scores was not followed;

instead this first phase used a qualitative enquiry to exclusively look within a particular

job analysis process, conducted within a specific organisational context. In contrast, the

second phase of research studied the patterns and themes that emerged between different

job analysis methods; in so doing giving effect to Schuler's option of 'other job analysis

methods' (see p.16).

Having come to the end of the research process, what can one claim has been learnt

from scrutinising this neglected arena of criteria development?

The first learning is in response to Heinz Schuler (see p. 108) who raised and

grappled with the enigmatic disjuncture between the theory concerning the almost

indispensability of job analysis and its track record in practice of seldom being

performed, or performed in a way which would satisfy scientific standards. To the

interpretations he offered to make sense of this process, the case study in the City added

another possible explanation. The data analysed in response to the formative hypothesis

"/05 there a standard recipe for generating competency profiles in all contexts? showed

that the City of Cape Town, which faced imminent change, could not apply a standard

recipe to generate competency profiles/conduct its job analysis exercise. Embedded

within this is the understanding that organisations facing constant pressures to innovate,

and remake themselves, in the face of a relentless onslaught of organisational challenges
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cannot simply approach the job analysis process using a cook-book recipe; conversely, it

may precisely be because organisations approach the issue as if there were a cookbook

that the job analysis process may be perceived to be performed in a way which does not

satisfy scientific standards. Hence, to Schuler's dilemma, this case study brings the

understanding that the job analysis process per sé is not an isolated process, that can be

planned, designed and decided upon outside of an organisational context and then simply

rolled out and plugged into null-environments; job analysis in organisational contexts, of

necessity, need to be responsive processes which allow for feedback from organisational

contexts to be factored in and interacted with and upon.

The second learning arises from grappling with the meaning conveyed by the

concept "validity"; a concept in psychological measurement that, according to Murphy

and Davidshofer, depicts whether a test measures what it is supposed to measure (see

p.1S). How, though, does one translate this concern to the development of competency

profiles') Effectively, the question being asked is whether the competency profile is

measuring what it is meant to.

The learning emanating from this case study suggests that there are four sets of

factors that impinge on profile development and understanding these factors hold the key

to understanding what the profile is meant to include and measure. The first set offactors

centres on having a clear understanding of the kinds of decisions to be made at the hand

of the competency profile. The second set, centres on practitioners understanding their

peculiar organisational contexts perceptively and using this knowledge 10

designing/choosing interventions and/or methodologies. The third, concerns knowing

what concepts, terminology and methodologies are available, their respective value and
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the reasons for selection. Gauging from the literature survey, to respond appropriately to

this question presupposes, in part, that the searcher knows what to include in the profile -

a question that is no easy feat considering the proliferation of such competing terms as

emotional intelligence, behavioural competencies, competence, skills, etc. Additionally,

it presupposes having a definitive understanding of what constitutes performance within

the organisation. Further, gleaning from the case study, to respond appropriately to this

question further presupposes that practitioners are not only sensitized to the role of

methodology in influencing the derivation of competencies but also to the many variables

within, as well as between chosen methodologies. Still related to this set of factors, it

seems critical knowing that the choice of methodology seems to influence the degree of

confidence with which one interprets the results attained. Lastly, the fourth set offactors

comprises synchronising the choices made with the needs of the organisation, and its key

stakeholders/role-players.

In the case study of the City of Cape Town, understanding these factors held the

key to understanding what the profile was meant to include and measure. Through the

understanding imparted by these factors, the team could ensure that their definition of a

profile, "A competency profile is a multipurpose HR document that serves as a

standardized employee management and development tool" as well as the main principles

for derivation ("Principle J: Reflective of change; Principle 2: Participative; Principle

3: Within legislative parameters; Principle -/: Responsive to extra-organizational and

organizational factors; Principle 5: Derivation subject to role clarification") would be

translated into a concrete product (Khan et al. 1999). However, these learnings do not

only have salience within the walls of the City of Cape Town; they have as much salience
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for the art and practice of profiling in general, for users and developers of job analysis

processes, instruments and the development ofleadership models, as well as practitioners

entrusted with organisational design and redesign.

The third learning imparted via this case study is that a job analysis exercise can

become a vehicle for an organisational stock-take - a repositioning and an opportunity

for organisational renewal. As such, the dearth of documented case material regarding

what constitutes effective job analyses processes, as well as what constitutes the bigger

domain of the profiling phenomenon is a serious shortcoming. For instance, through this

case study a particular organisation's responses to the many unexplored questions in the

job analyses arena has been delved into - however, it constitutes a voice, a lone voice,

that will as easily become dissipated if it is not supported by a body of research relevant

to the thrusts of change acting upon South African organisations.

A fourth learning evident through this case study (as well as the review of related

literature) is that interventions, be they the implementation of job analysis exercises or

the introduction of integrated HR frameworks, should not be regarded as panaceas;

interventions have no volitions of their own - they are entirely dependent on practitioners

to ensure that a greater supportive organisational environment has been conceptualised to

allow any measure of success to result. Then, the ultimate challenge still awaits on the

leadership echelon- finding organisational courage not to recalibrate organisational

standards when faced with dysfunctional behaviour, especially from top management. If

this does not happen, change and change interventions become an expensive, but fruitless
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And finally, a learning that resounded through this case study was one concerning

the competence, competency polemic. In this regard, the competence competency

polemic is best managed with extreme vigilance by practitioners, for any method that

wittingly or unwittingly elevates the one at the exclusion of the other, risks narrowing the

understanding brought to the concept of performance whilst reducing the explanatory

power of the model.
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APPENDIX 1

A. QUESTIONS POSED TO GUIDE THE DEVELOPMENT
OF A COMPETENCY PROFILE TEMPLATE

1. What purpose do we wish this document to serve?

2. Who is to use this document?

3. To which HR functions should its contents talk?

4. What kinds of decisions do we wish to make on the basis of this
document?

B. RESPONSES TO QUESTIONS POSED:

1. PURPOSE OF CP:

A CP is a multipurpose HR document that serves as a standardized
employee (ee) management and development tool.

2. WHO SHOULD BE ABLE TO USE A CP & IN WHICH
WAYS?

• A competency profile is so designed so that it is a multi-purpose HR
document that can be used by

• Employees:

• To clarify the competencies as well as the roles and
responsibilities coupled to their areas of work; and

• To assist in career planning/development and the
identification of training needs.

• Line Managers:

• To better performance manage employees ito service
delivery requirements;
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• To have a solid basis from which to infer training
needs; and

• To have defendable and valid criteria upon which to
base decision-making in selection, industrial relations &
employment equity processes.

• Practitioners in All HR functions:

• Who need the validated criteria identified in the CP

• Departments In HR:

• To contract more effectively with assessors/service
providers as the document serves to clarify what the
organisation's specific needs are and how they would
be measuring delivery on these.

• Labour Unions:

• As a common point of reference in labour issues.

• Community:

• To ascertain whether the organization
has aligned service delivery with
community needs/ expectations

• Top Management & Councilors

• To ensure alignment with organization's strategic
objectives.
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3. TO WHICH HR FUNCTIONS SHOULD ITS CONTENTS
TALK?

THE VARIOUS HR NEEDS TO BE FACTORED OVER PHASES

• PHASE 1:

• RECRUITMENT & SELECTION
• HRD
• PERFORMANCE MANAGEMENT

• PHASES 2 & BEYOND:

• ALL OTHER HR FUNCTIONS AS PER
ORGANIZATIONAL NEED

4. WHAT KINDS OF DECISIONS DO WE WISH TO
MAKE ON THE BASIS OF THIS DOCUMENT?

• Can be used as the basis for informing decision-making
in:

• RECRUITMENT & SELECTION:

• TRAINING

• PERFORMANCE MANAGEMENT

• CAREER DEVELOPMENT

• ~OB EVALUATION

• IR MATTERS (in issues re paar work performance/
incapacity, unfair labour practice, etc.)

• EMPLOYMENT EQUITY MATTERS
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• ORGANISATIONAL RE-ENGINEERING

C. COMPILATION OF CRITERIA FROM THE RESPONSES
PROVIDED BY THE TEAM

CRITERIA FOR INTEROGATING THE COMPILATION OF A
COMPETENCY PROFILE:

A competency profile has the appropriate mix of elements/ components in it if its
components:

• Draw on the concept of competency and as such have
the capacity to fully integrate HR functions;

• Identify a fundamental set of requirements (KPAs,
outcomes & competencies) for effectiveness at a given
level in the career stream;

• Enable the organization to develop a comprehensive data
base of all the requirements of its various career
streams;

• Allow for consistency in work standards at similar levels
in the organization;

• Incorporate the emerging/forward looking competencies
required for the organization to deliver on its service
delivery requirements & transformation objectives; and

• Can be used as the basis for informing decision-making
in:

• RECRUITMENT& SELECTION:

• TRAINING
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• PERFORMANCE MANAGEMENT

• CAREER DEVELOPMENT

• JOB EVALUATION .

• IR MATTERS (in issues re paar work performance!
incapacity, unfair labour practice, etc.)

• EMPLOYMENT EQUITY MATTERS

• ORGANISATIONAL RE-ENGINEERING
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EPILOGUE

Looking back on a fast disappearing academic year is somewhat like peering into

a freshly made cup of tea; the cup of tea, akin to the completed thesis, is ready for the

serving; the dregs at the bottom of the cup, presumably ready for not even noticing. The

question is, can a case ever be made for noticing or even studying the dregs?

My motivation for flaunting the convention of not heeding the dregs, 1S to

challenge the norm around what is accorded value and why. The dregs of any process are

mostly considered the unusable residue remaining from the brewing process. Yet,

unusable from whose vantage point? For the tea-drinker, definitely, from the vantage

point of the tea-making process, however, these dregs are the bearers of the untold and

often invisible story surrounding the brewing process. If they could be engaged, an

ancillary product, over and above the tea, may be retrievable from the process. This

analogy holds much salience for the kind of year I experienced in nurturing this project to

its completion.

Whilst I designed the trajectory of my research process meticulously, the

trajectory my life's processes were to take was being designed for me - super

meticulously. The story of this latter process, from the vantage point of the COI1Sll1nerof

the thesis, would constitute the disposable dregs - best left untold. It is these very dregs,

over and above the thesis that is nowreadyfor serving, that in my poem Destiny's Horse,

locked in my sense that:

... only when Destiny's horse bolted
Trailing me through lives lost or unclaimed

did I glimpsl'
Thl' ones

You'd not let me meet17 ...

17All poems except In Parenthesis excerpted from the collection Lullaby's and screams in a hammock of Grace t1f B. Khan
(2003). In Parenthesis is eldracted from the collection When I took off my shoes, also t1f B. Khan (2002)
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Conventional wisdom would unhesitatingly agree that the completed thesis, the

outcome, is the object of value - the object holding value - as it was the desired outcome

in the first instance. The irony, however, is that whilst the valued product, the thesis, has

the power to decide the fate of the student as having passed or failed, it is inevitably the

dregs, locked away from the gaze of others, that may be a truer marker of the course the

remaining journey of that student's life may take. Being human is as much about having

the courage to honour frailty - our personal frailty. In Sleep Secrets the dregs tell:

There is no bud that is spared
An inquisition by the chilled kiss of frost;

There is no bud spared
The murderous slither of worms on its delicate wins:

Why then should Ibelieve Ibe
Spared the chill of my soul,
Why shou Id Iwa nt to be?

and In Parenthesis they record:
In parenthesis Ispill my heart and

Rush not to mop the messed-up floor.

Being human is also about having the courage to challenge our personal

discomfort around what we devalue and wish to keep eternally beyond the public gaze.

The dregs pay testimony to this in Your Bidding Eyes:

Winter thinks not it has failed at
Being summer; winter just is;

Autumn thinks not it has failed at being sprmg;
It just is;

Still the lady ...
Doth eu logize tou much
How she is summer

And In Parenthesis:
... Bu t tha t is in paren thesis.

You read only the main texts: hear and continue to hear only the words:
the sanitised, manicured sentences ....

And again in Face to Face:
Row do I face You

Without the sureness
Of my car-apace?
How do I face You

All these sutured cracks in hand?
How do I fact' You

Without the shield of
Telling, the weapon of words,
The fug of rationalisation?
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We have been socialized to construct our sense of self, to judge ourselves and

have ourselves judged, by the worth attributed to the cup of tea we offer for serving.

That is safe. What is unsafe is to haul into the light, the dregs. Whilst I humbly serve this

thesis for evaluation, I also wish to honour the dregs now left in my cup.

Setting out on my research journey, a year ago, my goals were fairly simple.

Influenced by an outcomes-based philosophy, I wished to design, conceptualize and

complete my thesis in line with my developed outcomes, key performance standards and

indicators.

My worldview, too, was fairly simple. Not relinquishing my project manager's

mantle, I ascribed to an approach that any good project manager balances time, money

and people considerations so as to attain the desired goals within the desired time-frames

and to the agreed upon standards - a non-issue for one who earned her keep ensuring

precisely that. I had consciously taken out time in my career to conduct and write up my

project and had thus had much vested in executing this intent, quickly and systematically.

A course in project management taught me that a good manager would, prior to even

embarking on a set course, anticipate what the likely risks would be and plan on how

these would be managed. However, my perception of risks, more times than not, dealt

with issues in a tangible, concrete world; a world in which things are identifiable,

manageable and controllable. Never, did I once identify life - its unpredictability, its

unannounced and un-negotiable personal events and tragedies and the subsequent heavy-

footed impact on one's sense of self and being in the world, as a risk. Least of all did I

accommodate for a metamorphosed world-view.
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I was conducting an academic study. No sooner had I begun, though, my life

circumstances changed unsuspectingly and dramatically. The planning for my research

process promised focused dedication to the project I had envisioned for years but could

not accommodate. Instead, within weeks of starting I was surprised by not one but

multiple, and eagerly multiplying, challenges to this expectation. Buoyed by initial

energy and a predisposition to work with what I am given, I treated this adjustment

matter-of-factly. Relentless badgering for months, turning into a year eventually, finally

took its toll. Responsibilities of caring for a suddenly ailing parent, coping with a new

work role as housekeeper, a part-time worker, an officially full-time, but now part-time

student, and a growing sense that no matter what I do, life has a different agenda to mine,

officially heralded (albeit unbeknown to me then) my descent into the dark night of the

soul.

A further irony was, that whilst I was studying such concepts as competence,

competency and superior performers in the concrete world, life seemed to have created

fertile circumstances to be studying my responses to prolonged adversity. Admittedly, I

feit anything but emotionally competent. In Stirring deaf springs, the dregs hold traces of

my search for inspiration from studying the lives of spiritually competent performers.

The following extract contemplates the faith Sayyedina Hajira'" or Hagar unearthed:

What kind of nurturer surrenders the fate of her babe
Without needing til

Wilt IIr slay'?
What kind ora morhei acts

In wa~"Sthat chronicles a history
Neither blasted away by the barrel of the gun nor
Built on a hailstorm of angry, hateful words'?

What kind of a mother's
Acts of faith

Leaves her progeny a stOl'y
That tells of desert fkswers, date-palms,

And camels'?

1BHagar,the wife of Prophet Abraham and mother of Prophet Ishmael or Ismail/Ismael.
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Similarly, in Prayerfor Waking it is the dregs that hold the memory of my uncertainty

that:

WiD I ever wake from this dream
Long enough to
. I R .19Plea like Mau ana urru

That You
Break the legs of what I want to happen. Humiliate

My desire. Eat me like candy?

A parallel scenano was thus being played off: In one context I was the

researcher, the architect in control of a process, in the other, I was the subject; my life's

design, being sketched and continuously stretched on life's canvas.

Slowly and painfully I began to learn that life's turbulence brings with it gold,

provided that you are no longer fighting so hard to hold on to who you think you are or

were. In Sleep Secrets the dregs tell:

Your Light thunders as eyes don blindness in fog's shroud
And once slumbering senses stretch limbs and search

For the light they never knew till now,
Never knew like now, because of the fog;

It flashes as broken pitchers
Stoop to puzzle over the crumbled pottery pieces
And piece together destinies outside of being

Only water carriers;
It quivers as the fog unlocks landscapes

Hidden purposely from the feet - obedient.

Equally slowly, I came to learn that life's turbulence adheres to different rules.

From Sleep secrets, emerge rules that neither knight 'light', nor demonise 'dark':

Winter is not a bachelor in an extended family of summers;
Night is neither a once-off guest in a residency of dawns

nor the stepchild of a illusrrious eternity of gold;
It just cannot be, for each winter sprung summer
Studs a small wonder in the temple of the heart ...

Rules that fearlessly embrace life's duality - extracts from Sleep Secrets,
.. , Spring is not calendar-popped; it is birthed within and from

Winters' fully weathered -
Spring is of winter, not after winter'.

and extracts from Weeping I: Weep little candle Weep
As your smoldering tears bead your spine;

19Rumi. the great 13"'-century Sufi poet and mystic
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Unlit candles are spared disflguremenr
But will they ever

Soar on wings sprouted from
Burning their known selves away?

361

I also learnt that life's turbulence often is more amenable to modalities other than the

mind and in the furnace of transformation, change is literally a wink away, In Between

Lives the dregs are witness to this:

I clambered into and bastily pushed my boat of
Reason into the ocean of logtc, and
Splashed about and rowed until

Many sunsets peeled many dawns,
As many winters stepped out into magnifkent summers'

And far too many rtvulets turned oceans,
Still I could not explain

What recipe, tools or means You
Used in a meager 5 minutes

To touch my desert of a year and three months
Into the fecund forest of old, ..

.,' "BI.''' and it is!20
How does a slave of reason, a loyal resident
Of this eartbly abode, understand tbis?
Certainly not througb reason, that much

I am forced to understand, now that I know
It took a yl'ar and three montbs

Just to empty ml.' sufficil.'ntly enough
To hear the faintest of Your whispersl..

.v.Now that YOUI'wink has
Moved ml.' beyond the
•Between-ness' of lives,
My weapons wilt in

The glare of differently faced suns;
YOUI'

Lingering gall.'
Searches every corner, I call ml' and

Pulses incessantly at the
A"alan che of my forgetfulness.v.

It is then I remember
lt is ml', not You,

Who has to
Keep razing these prison wallo; to the ground,

It is ml', not You,
Whn has tn

Believe that the prison walls of today are the
The raindrops that

Cultivate the midnight flowers of tomorrow.

As I come to the end of my journey, tea and dregs in hand, I am humbled to have

travelled this long way; and like any traveller, though dusty and weary, sharing the gifts

collected along the way is a rite of passage I could not resist.

2OSection5, Une 82, Surah Yasin, 36, excerpted from the Holy Qur'an
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