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ABSTRACT

Organizations in the modern days are undergoing heavy transformation in the wake of industrialization and
Globalization. At the same time problems like astrition, absenteeism, and low productivity of the employees are getting
bigger. Hence it has become imperative to adopt a sustainable human resource management stravegy. Consequently,
organizations are giving more thrust in understanding and developing the competency of employees. Competencies not
only include bebaviour and knowledge thar demonstrase excellent performance but also include ‘applied” knowledge or
the behavioral application of knowledge that produces success. Appropriate knowledge of the competencies of peaple can
help managers put him/her in the right job thus ensuring bigh performance and job satisfaction of the job holder. Hence,
the main objective of the paper is to revisit the concept of competency mapping anddescribe its role in sustainable human

resouree ;sz;mggmmzz.
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Introduction

In today's fast changing and global market
place, companies are constantly striving to find ways
to become and to stay competitive. Traditional sources
of competitiveness, such as production capabilities,
financial re-engineering, raw materials, distribution of
resources, and technology have seen a slight shift
towards the realization of people related components,
the newborn architecture of the company. One key
strategy that is used to assist a fast growing client to
increase internal flexibility and competitiveness is the
application of the skills based on competency
approach to human resource management. A
competency is essentially the unique capability,
knowledge and behaviour that provides a company the
prospective source fordevelopment. As "we doliveina
world in which knowledge, rather than physical
capital, is significant, we need smart people who can
do great things-—-increase productivity, build new
products and services--and do so even more quickly”
(O'Reilly & P feffer, 2000). Researchers emphasize on
the role of employees for achieving enterprise goals

d & Meshoulam ,1988), by

97; Bair
saying that employees are the most important
enterprise asset (Quinn, 1992; Mayo, 2001), and
human capital represents the only sustainable source

of competitive advantage (Hamel and Prahalad, 1994;
Pfeffer,1994; Spencer,1995; Boudreau,1996). In
other words, "the biggest, most valuable asset of any
company is its people, because all management plans
for success enhancement are carried out, or fail to be
carried out, by people” (Darling, 1999). Moreover, in
a world where "all work is knowledge work and
intellectual capirtal is crucial for economic success, it is
logical that the ability to attract, retain and use the
talents of people provides a competitive edge”
(O'Reilly & Pfeffer, 2000).

- Consequently, human resource management
practices now have taken long strides by moving our of
the background into the mainstream organizational
strategy and management. It hasalso been realized that
human resources practices cannot be generalized
across organizations and given vent to the emergence
of the term Human Capital Management. Now
human beings are considered as human capiral and
sustainable utilization of this capital can give an
organization competitive advantage.

Organizations in the modern days are
undergoing heavy transformation in the wake of
industrialization and globalization. As a result,
organizations are giving more thrust in understanding
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and developing the competency of employees and use
the twol  of competency mapping, for the
improvement of productivity and in maintaining a
positive work culture. This application of the
competence approach covers the operational areas of
human resource management in the organization viz.,
selection, remuneration, vocational tmining,
evaluation and promotion. The objective behind this
effoit is to Ammf’h’ the best, better and good and
average effort on the part of z%zmzzzgizwiluai workers and

pport the best effort, encours betrer effor,

Conceptof Competency
The history of the emergence of the term
sempetency can be traced back to

mid ninereen
lifties. A team of educarionalists le
Bloom in the 1

ad by Benjamin
USA in mid fifties laid the foundation
for identifying educational objectives and thereby
defining the knowledge, attitudes and skills needed
to be developed in education. Then in the 1960s,
Javid, McClelland, the famous Harvard
sychologist, has pioneered the competency
movement across the world. The turning point for
ompetency movement is the article published in
merican Psychologist in 1973 by McClelland
which revealed that traditional achievement and
ntelligence score may not be able to predict job
suiccess, and what is required is - to outline the exact
competencies required to perform a given job
¢ffectively and measure them using a variety of rests.
T'he work done by Douglas Brey and his associates at
AT&T in the US where they presented evidence thar
competencies can be assessed through assessment
treand itcan be predicated to some extent based
on-the job success (cited in Lucia & Lepsinger, 1999;
McClelland, 1973).

The term "competency, as is used and defined in
the literature always is confused with another term
‘competence’. Hence, it is imperative to understand
the subtle difference between these two terms before
any further discussion. 'Competence’ means a skill
and the standard of performance reached while
‘competency’ refers to the behaviour by which it is
achieved. In other words, one describes what people
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can do while the other focuses on how they do it.
Competencies dominantly compare general
description of the abilities that are necessary to
perform a task effectively. It may relate to the routine
works, non-routine works, ream efforts, control,
coordinating and guiding workers, and allocation of
resources; analysis, diagnosis, design, planning,
execution and evaluation.

Further, competence can be defined as "the
employee's capacity to meet (or exceed) a job's
requirements by producing the job outputs at an
expected level of quality within the constraints of the
organization's internal and external environments.”
(Dubois, 1993). Whereas, competency as defined by
Boyatzis (1982) is "an underlying characteristic of the
pf:rqen which could be a motive, trait, skill, asp
one's self-image or social role, or a body of knowledge
which he or she uses”.

S0 O <~é

Some other “person based
competencies” include self-confidence, creativity, and
cognitive capacity competenciesetc. However further
discussion will be on competency not on competence.

Competency is "a cluster of related knowledge,
attitudes, skills and other personal characteristics that
affect a major part of one's job, correlates with
performance on the job, can be measured against well-
accepted standards, can be improved via training and
development” (Parry, 1998). A competency is what a
successful employee must be able to do to accomplish
desired results on a job. Competencies are built up
over time and are not innate. It typically takes
experience on the job to build competencies.
Knowledge, Skills and Abilities (KSAs), by contrast,
might be brought into the job by entry-level
employees.

A competency is the capability of applying
knowledge, skills, abilities, behaviour and personal
characreristics to successfully perform critical work
tasks or specific functions, or operate in a given role
or position. Personal shar?cterzs tcs may be
psychological / intellectual / cog
emotional / attitudinal, and physi

ca psyshemotm
attributes, necessary to perform the job (Dubois,
1993; and Lucia & Lepsinger, 1999). Boyatzis

(1992) and Fogg (1999) extend this definition to
include both internal and external constraints,
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environments, and relationships related to the jobor
occupation. Motivations and perceptions of the
work and ones self or talent are also viewed as
influential in competently and successfully
performing a job in a position (Boyatzis, 1982,
Fulmer & Conger, 2004; Gangani, McLlean, &
Braden, 2006; and Sandberg, 2000).

Rothwell (2002) explains that there are core
competencies that are required of all workers. This
would include é&:zsé}w,%éﬁgﬁ, skills and abilities (KSAs),
as well as soft skills or behaviour (Lucia & Lepsinger,
1999, Rothwell (2002) categorizes the core skills
further by describing foundational and intermediate
competencies. Competencies are also context specific
(Boyatzis, 1982; Delamare LeDeist & Winterton,
2005; Youn, Stepich & Cox, 2006). Some
competencies are more important or essential than
others for a position or for the competitive advantage
in the company.

Organizations - aimed  ar competency based
management, maintain the competency profiles of
employees which are the synthesis of skills,
knowledge, attributes and values, and express
performance requirements in behavioral terms, The
review of competency profiles helps managers and
employees to continually reassess the skills and
knowledge needed for effective performance.

Competency Mapping

Competency mapping is a process through
which one assesses and determines one's strengths as
an individual worker and in some cases, as part of an
organization.
emotional intelligence or emotional

It generally examines two  areas:
juotient (EQ),
and stengths of the individual in areas like team
structure, leadership, and (éé%:i&:é(}f}«»zzzﬁking. Large
organizations frequently employ some form of
competency mapping to understand how to employ
the competencies of strengths of workers effectively.
They may also use competency mapping to analyze
1aton of strengths in different workers to
produce the most effective teams and the highest

quality work.

)

Many “employers now purposefully screen
employees to hire people with specific competencies,
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They may need 1o hire someone who can be an
effective time leader or who has demonstrated great
active listening skills. Alternately, they may need
someone who enjoystaking initiative or someone who
is very good at taking direction. When individuals
must seek new jobs, knowing one's competencies can
give onea competitive edge in the job marker.

Competency models are developed thro ugha
process of clarifying the business strategy and
determining how the models would be used (e.g.
recruitment and selection, assessment,
performance management, training and
dfveiopmeni, and career develo pment). Then, data
is gathered by structured interviews, analyzed and
used to develop models of success criteria. Then,
validation surveys are administered and models are
refined, based on the feedback. Finally, models are
finalized and translated into appropriate end-user
tools and applications,

Sustainable Human Resource Managcmem

The term sustasinable development implies
meeting the needs of people today without
compromising the ability of furure generations to
meet their own needs. Sustainable development
therefore involves: (1) A broad view of social, -
environmental and €conomic outcomes; (2) A long-
term perspective, concerned with the interests and
rights of future; (3) Generations to come as well as
people roday; (4) An inclusive approach to action,
which recognizes the need for all people to be involved
in the decisions that affect their lives.

In an organization, sustainable development is
not just the responsibility of environmental specialists
Or. communications professionals, It requires
contributions from people across all functional areas
of an organization including human resource
management functions. Engen & Di Piazza (2005) in
their seminal work “Beyond Reporting; Creating
business valuc and accountability” have put some i ght
into the concept “sustainable development in
organizations”. Table 1 explains how different
functions of the organizations can contribute to
sustainable development.
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Source: Adapred from
(Engen, T, and Di Piazza, S, 2005)

It can be predicted that sustainability becomes

the next big topic for Human Resourc Management
after internationalization and globalization.
Sustainable HRM implies ateracting, developing and
reraining highly

ualified human resources over time

cope up with
panies which aspire to
achieve sustainable ) can ¢ . is ooal if
achieve sustainable growth can only reach this goal i
the people within the company have sufficient
qualification and willingly work to support these
corporate goals. In the long term the decisive factors

“Beyond Reporting: Creating business value and accountabilizy”,
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Table 1.Mapping Accountability: Five Functional Roles and Potential Business Benefits from Connecting them.

which can fetch success in the global market are not
just the products and their quality, but also include the
skills of employees. Therefore, companies must use
sustainability asa 'deliberate strategy’ for HRM.

Competency Mapping for Sustainable
Resource Management

The main objective of this paper is to bring out
how competency mapping can be an aid to sustainable
human resource management. In fact HR managers
have often struggled to introduce sustainable
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development within their organizations. For example,
How should they integrate these issues into
programmes for recruitment and staff development,
and how can they use their knowledge of the business
to bring critical issues to the attention of senior
management? To solve such issues some researchers
have highlighted specific competencies of managers
who are active in su;

ainable development.

to Mike Peirce and Katherine

According
| people are ?ﬁzcmning business' most

Madden, skilled
valuable

inable devel
inable leveiopment

and a susta;

A
perspective may prove to be a viral component in a

It has been identified thar

ike strong awareness of

let's set of competenci

[ : .
peopie §’2§V%I§§:{ i{}i*”é{}
s

social and environmental issues may contribute 1o

H

T

sustainable development. Some HR managers believe
that these powerful
understanding of the challenges which business is
facing today, and frequently command the skills to
engage with a wide diversity of institutions and people
including other businesses, governments, universities
and not-for profit organisations, as well as cross-

individuals possess a

functional teams in their own companies. Here lies the

value of competency mapping (see briefing by Mike
Peirce and Katherine Madden).

Sustainability skills involve, being able to
manage the interaction berween sustainability
other organisational functions and priorities, and
integrating sustainable considerartions in such a way

that they become part of an organisation's work at 2

Table 2. Sustainable Development Competencies (The University of Cambridge Programme for Industry's
(CPI) Competency Map)

tompetenty | (mmpoteny Undesstanding (4now-what) Expeniente {(Know-how) Atsinuies
Theme Homent
Essentiat knowledge and skils (knowwhat) | How understanding is tansisied into
praciical action know how)
Sumieny Extemial understanding the local and global conten Profitising ssues in wrms of e level of
Lot in which your omganisaton operams OpponuniY and nisk they present m the
including the most significant DppOrLInites organisation, now and in the fuure. Broad view,
Sense-making and risks that it faces, The Importance you
and planning atach 1o balangng
internal Undersianding how your omanisation can Ung strategic objecives hat aidres epvirenmental,
Forus respond 1o the opporunites and fisks for e organisalon's opponunites and fisks, sorial and econormic
greztest business ard sotial value, supponed by business cases, pesoues and Vg,
champions 1o put fiem N prRdie.
Stakeholders | Stakeholcer DRIRfmining who your stakeholders 28,
Approact ?xcw e organisation af‘;%?ﬁi‘ :ﬁe;ﬁ, and Indushee aporath:
what they think about the organisation. The importance you
a1 resEhng
w he neads and
N . . . L #Epatons of 84
Dihopue sl THEstanding how 1 engage with Enga0ng in dislogue wilh stakenciders and
Payinership 5 jders in order 1o foser eamang respending w ther legiumate copcerns in a vour adivities
20l build effecive relatonships rrEparen and effecive fashien T
Lenderdnp Lesmving uncerstanding the tompsterces fth— Developing and paricipating in lzaming
Your organisatoen deliver i1s simiegic aid development proossses that suppont
5. e organisaton’s strategic ohiecives at
persona! and Bam levels.
UnceErstanding the most eflecave appoaches Demenstrating personal commitment o
o influencing others and sreating change iy he princples and values of sustaipable
Four organisaton in ine with Its ststegic deveicpment, encouraging and Enabling
objerives, ; others 1o make this a focus of business acuon,

Source: Adapted from a briefing note by Mike Peirce and Katherine Madden (available at hrip.//

www,cpi.cam. ac.uk/pdfFHR _briefing pdf)

68

"Pragyaan : JOM" Volume 8 : Issue 2, December 2010




Institute of Management Studies, Dehradun

strategic, as well as an operational level, rather than
being viewed as an 'add-on’. Forum for the Future has
identified a list of characteristics for leadership in
sustainability. These are as follows: (a) Challenging
the Status Quo: Creating impetus for change for
sustainability by encouraging innovation and
challenging others to think differently; (b)
Partnerships; Creating strategic networks and

tances based on z:tf}@éabmﬂié;z},; {c) Consultation:
and balancing cc

1{)”"* iig{
o Ha ts; {d) ?%mm Usin

1g strate ;3”5{“

éﬂS%g%&’{ t0 Ccreate a bro d{j vision balan

facrors; (e)
Commun umimfg* Inspiring others and capturing their
ima gmawﬁ ing

social and f:i‘;wr{:zz‘ztzwi“z'a§

%% power of the media and
? Kmpﬁwsrmem.
rand developing

eir awa f;é :»zw:;m‘:;'rﬁb%? ’z’:jgf; (£) Integrity:

?mvzéi&g a transparent value

s proposition aligning
{g) Under smmﬁmg Complexity:

5

iil’{?{i{}’?‘% angd wor

‘ an awareness of the interdependency
of systems across society; (h) Adaptability: Being able
to adaptapproach in the face of challenges.

In the line of identifying the sustainability
competencies the University of Cambridge Programme
for Industry's (CPI) Competency Map is a simple and
 robust model. This lists a long array of core competencies
that are required by people to integrate a sustainable
development perspective into their work (see Table 2).

To have a sustainable HRM system, the sustainable
mpetency

HNPELEne b ased
peo

concept can be introduced into the

{RM. Competency based HRM aims

oples’ competencies with organization

0

. And the competencies are managed at
erent levels vi ic level and operational level. The
g sections explain how competency mag
implemented in different areas of HRM. It is also
how sustainability concept can be introduced in

mpetency based HR System.
Recruitment and Selection

Companies can only succeed in the long-term if
y recruit and motivate people who are able to
vond to and shape the challenges of the future.
These are the individuals with the capacity to create
competitive advantage from the opportunities

presented by changing markets, with the desire to

learn from customers, suppliers and

colleagues, and who possess the ability ro build and
influence long-lasting and effective parcnerships.

consumers,

Comperencies can be used to construct a
template for using in recruitment and selection
process. Information on the level of a competency
required for effective performance would be used to
determine the competency levels that new hires should
possess. Depending upon the accepted definition,
competency data may take the form of behaviors,
skills, abilities and other characteristics that have been
associated with effective job performance.

Training and Development

Using a competency model as the basis of
training and development system helps to avoid a

S%ﬁff‘iﬁf’i’i ?é;ﬁ?ﬁi{ﬁfﬁ and ensures that the FVSIEm

focuses on the right things rather than the lat
(Davis, 1996-97), I fo

Further this model
relevant behaviour and skills. Since it helps the people

es and determirie
the behaviour they need to develop and to improve
their effectiveness. It ensures alignment of training and
development by ensuring proper competencies that
are essential to the success of the organization, It makes
the most effective use of traini ng and development by
increasing the likelihood that relevant skills will be
applied and reinforced through experience on the job.

to better assess their current capabiliri

Training in social and environmental dilemmas
builds skills which are relevant in” many situations
from leadership and team-working, to negotiating and
problem-solving.” A sustainable "development
perspective teils the way in which people think and act
in critical business areas. A model on sustainal

development competencies can help the organiz
in the aforesaid aspects vis-3-vis ensuring susta
ésveisgmeﬁ{,

Succession Planning

For succession planning there
of the positions under consideration, agreement
among the decision makers about what is f@quémd for
success in each position, who is ready and why, who
will be ready soon, accompanied by the person's
development needs and recommended actions to close
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the gap. Succession planning process identifies and
develops individuals who are believed to have the
potential to fill specific and senior positions.

Competency model helps in succession
planning in various ways. It helps to define the
abilities that are necessary to fill the role and also that
behaviour that is strong predictors of success. It
provides a method to assess candidares’ readiness. It
focuses on training and development plans to address
missing competencies. It allows an organization to
Hence, this model
would help in getting future leaders, having
sustainable development competencies who will be
capable enough to grow the business from a
sustainable perspective.

measure its bench strengths.

Rewards and Recognition

Rewards and recognitions are the strategy to
foster organizationally desirable competencies. In
fact, employees are motivated by a complex mix of
rewards. These ranges from financial security and
bonuses to promotion and peer recognition and from
taking on new challenges to making a difference to the

things they care abour,

Competency based pay refers to compensation
for individual characteristics/skills and competencies
over and above the pay for a job or organizational role
itself commands. Individual characteristics that merit
higher pay may come in the form of competencies
(experience, initiative, loyalty and memory
portability). One old fashioned way of im proving
employee performance is recognizing and rewarding
his efforc. Competency pay is the best way to do so.
Rewarding employees for their ability to make the best
use of their skills and competencies in accordance with
the organization's needs was the logic behind this once
popular HR tool. To ensure sustainable HRM,
employee targets and incentives need to be aligned
with the goals of sustainable development. Sustainable
competencies can be fostered by identifying and
rewarding such com
people sustainable employee of the month award.

encies, For example: giving

Performance Management System

“A sustainable development mindset pushes us
to be better it encourages focus on performance, a

consistent eagerness to improve and continual
learning.” “We want an organization made up of
inquisitive people, as we are seeking innovation,
constant improvements in the way people do their
jobs, in all areas of the business. Conducting business
as usual does not culminarte an inquisitive culture.”
(Annonimous; cited in the briefing by Mike Peirce and
Katherine Madden). Thus, a performance
management process that consistently measure and
assess individual and group performance to
accomplish such objectives of the organization and
foster sustainable competencies is desirable.

Competency mapping process is designed to
consistently measure and assess individual and group
performance to accomplish the objectives of the

‘organization and it further helps to fulfill the

expectations of customers. It is used to identify key
atrributes {gxacwiadgé, skills, and behavior attributes)
that are required to perform effectiv Competency
mapping involves two sets of activities. One is related
to the work activities and work process and the other is
related to the individual and group performance. It is
about identifying preferred behaviors and personal
skills, which distinguish excellent and outstanding
performance from the average performance in terms of
attainment, ability and aptitude, or typical behavior in

terms of motivation and temperament.

Competencies are critical behaviours
demonstrated on the job and, as such, are often
included as part of performance management. In a
sustainable development perspective the key
behaviour include strong awareness of social and
environmental issues, a powerful understanding of
the challenges facing business today, and ability to
command the skills to engage with a wide diversity
of institutions and people including other
businesses, governments, universities and not-for
profit organisations, as well as cross-functional
teams in their own companies. Performance
management is about achieving results in a manner
that is consistent with organizational expectations
and desired behaviors. Competencies provide
expectations for “how” the job is performed, not
just “what” gets done. Assessing competencies as a
part of performance management is an important
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means of assisting employees in understanding
performance expectations and enhancing
competencies on-the-job.

Conclusion

Keeping in view the increasing environmental
concerns all over the world, business leaders along
with others should join hands to solve such problems.
It is needless to say that one of the major antecedents of
global meltdown may be inadequate focus of business
teaders towards sustainable business. Hence, after
competency based HRM, the new buzzword is
Sustainable HRM. Accordingly companies are getting
cerrification for sustainable HR practices. In the Swiss
Association for Quality and Management, all activities
and processes which aim ar the development and
Iaintenance of staff potential are evaluated with
pect 1o professionalism and  sustainability. The
ulfillments of all 'must’ criteria results in the awarding
the Sustainable HRM label systems. It can be
cluded that to survive in a turbulent and dynamic
siness environment, organizations have to adopt
mpetency based human resource management
actices, which are vital to productivity and
tformance excellence and also for a sustainable

i
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