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Competency
Framework
Defini t ion:
“A Competency Framework is
a structure that sets out and
defines the knowledge, skills
and attributes needed for
people within an organisa-
tion. Each individual role will
have its own set of compe-
tencies needed to perform
the job effectively.”

How to Imple-
ment Competen-
cy Framework
Effectively
1. Communicate the Pur-
pose. The first step is to find
out if employees understand
what the purpose is.

2. Identify Key Themes.
Ensure the themes support
the organisation's aspirations
(vision, mission, values etc.).

3. Get the Conditions Right.
The organisation’s proce-
dures need to support the
framework, and the culture,
resourcing and management
structures must be support-
ive.

4. Tackle the Root Cause.
As well as goals, behaviour is
influenced by underpinning
characteristics (Knowledge,
Skills and Attitudes). One
underdeveloped characteris-
tic can affect many other dif-
ferent behaviours.

5. Keep It Simple. Ensure
language and structure are
meaningful to people who
use it.

6. Train, Don’t Blame. Make
sure everyone who uses the
framework is trained in how
to use it.

Source: Whiddett, S. & Hollyforde, S.
(2007). Competencies. CIPD.

Competency Framework
An effective competency framework has ap-
plications across the whole range of human
resource management and development ac-
tivities. Competency frameworks are now
often seen as an essential vehicle for achiev-
ing high organisational performance through
focusing and reviewing each individual’s ca-
pability and potential.

According to a recent CIPD research, em-
ployers commonly use competency frame-
works with the aim of achieving the following
goals:

• Underpinning of employee reviews and
appraisal

• Enhanced employee effectiveness
• Greater organisational effectiveness
• Better analysis of training needs
• Enhanced career management

Effective competency frameworks must
therefore deviate away from:

• Focusing on the past and not keeping up
to date with the rapidly-changing environ-
ment

• Failing to deliver on anticipated improve-
ments in performance

• Being non-user friendly
• Creating clones at the workplace

Building an effective job competency frame-
work is thus an imperative for organisations.
A robust framework underpinned by a clarity
of knowledge, skills and abilities will eliminate
ambiguity. A partnership with Align HR will
provide you with the necessary tools to build
COMPETENT people.

Competency Framework Textbooks:

Align HR Quote

“Know your core competencies
and focus on being great at
them. Pay up for people in
your core competencies.”
Mark Cuban,
American business magnate

Holt, J. & Perry, S.A. (2011). A
PragmaDc Guide to Compe-
tency: Tools, Frameworks and
Assessment. BSC The Char-
tered InsDtutefor IT.

Creating a competency framework is an effective method to assess, maintain, and monitor the
Knowledge, Skills, and Attributes of people in your organisation. The framework allows you to measure
current competency levels to make sure your staff members have the expertise needed to add value to
the business and helps managers make informed decisions about talent recruitment, retention, and
succession strategies. A competency framework is the central component of any talent management
framework.

At Align HR, our approach in building a competency framework involves:

Step 1: Data Collection & Analysis
♦ Obtain organisation’s business, human capital and talent management strategy, and as well as

existing competency documentation and models to assess and evaluate.
♦ Interview key stakeholders and senior management to learn about business challenges, compe-

tency gaps, critical areas of strength and weakness.
♦ Conduct focus groups at specific levels of the organisation to identify business challenges, skill

gaps, needs and identify strengths and weaknesses.

Step 2: Competency Framework Mapping
♦ Pick out the key competencies that would make the biggest difference in the success of the organ-

isation at individual and functional areas across the organisation.
♦ Develop competency framework through key themes and identify 18 competencies (or more de-

pending on requirements).
♦ Use a coding system to group themes and competencies and match against individual, team, and/

or strategic leadership domains.

Step 3: Review Process
♦ Review competency framework with key stakeholders and senior management for refinement and

buy-in and repeat the process with next level of management. Allow for ample time for discussion
and understanding.

♦ Link the competency model to organisational capability and integrate and align to business vision,
mission and values.

♦ Develop, test and validate framework with behaviorally anchored rating scales (BARS).

In essence, the robust development process and methodology will lead to a valid and reliable model.

Align HR’s Competency Framework Exemplar

Spencer, L.M. & Spencer, S.M.
(1993). Competenceat Work:
Models for Superior Perfor-
mance. Wiley.
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