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This session provides a general introduction to different models for carrying out a job analysis but focuses in on implementing a competency model using the critical incident technique. 

Readings:
‘Defining competencies and critical requirements for a job’ in Cunningham, J.B. (2016), SHRM in the public arena: A managerial perspective. Palgrave-MacMillan, Chapter 3, pp. 47-67.

Most people have negative views of job descriptions and offer comments such as ‘we never use them anyway’ or ‘I don’t know what is in my job descriptions’. Whether or not people think they use them, the design of jobs and job descriptions are very basic to what people do in implementing their objectives. 
	While the BSC illustrates how to link an organizational initiatives to the strategic themes and objectives, job analysis and job descriptions can be used to provide a framework to design job for implementing the initiatives. 
	Job analysis is used as a process of writing job descriptions.  
	This chapter provides a review of some of the forces encouraging the use of traditional, specifically defined jobs and job descriptions (i.e., cost effective and easier to recruit for narrowly defined jobs) and those calling for change (i.e., growth of knowledge work, growth in customer centered and strategic emphasis of organizations). It is useful to ask if there are other forces calling for change.
	 
	Key job analysis techniques are reviewed in this chapter: Critical Incident (specific incidents), Questionnaires, Structured Observations, Structured Group Interviews. Most often, job analysis is left to job analysts who are experts in the field and, in large organizations, use defined questionnaires such as the PAQ, NOC, and other standardized questionnaire. Even the methods for defining competencies (i.e., Hay and CUPE) use standardized questionnaires, although all methods indicated they allow for inputting information which is unique to an organization. It is useful as an exercise to review some of the standardized approaches. 

[bookmark: _Toc327867553]To illustrate competency modeling in defining jobs for implementing strategic objectives
	The chapter points to a job analysis ‘challenge’ which is to design jobs to balance key requirements: customer, efficiency, financial, and employee needs. Traditionally, we have focused more on efficiency, building on traditional job analysis and ideas of specialization and division of labour.  (And, much of this logic might be said to connect to scientific management-like efficiency principles such as those introduced by Frederick Taylor). 
	Four different models for designing jobs and implementing the job analysis process are outlined: Traditional, generic, customer-centered, and employee centered (competency).   The purpose of reviewing different processes is to highlight the fact that many job analysis process have unique frameworks (frameworks for defining jobs and competencies) which focus on work activities and task requirements and then highlight the appropriate skills, knowledge, and other requirements.  It might be argued that the customer and employee centred approaches focus more on competencies in carrying out the jobs. 
	We review different job analysis templates: PAQ, NOC, O*NET, Hay, CUPE, Common Metric Questionnaire, and Fleishman job analysis survey.  These are examples of traditional and competency based approaches. The Hay competency approach include competencies: knowhow, problem solving, and accountability while the PAQ is a template managed by Purdue University which has been in existence for several years. Some people would argue that Hay is more appropriate for managerial jobs and other competency templates (such as the PAQ and CUPE) are more useful for non-managerial jobs. Most templates allow the designer to include other factors and to weight the importance of different factors.  Also, most national governments (U.S., U.K., Canada, Australia, New Zealand) have their own templates. For example, O*NET is managed by the U.S. Department of Labour/Employment and Training and NOC is a Canadian template. CUPE is a plan developed by a labour union in Canada. 
	The purpose of reviewing these templates is to indicate that job analysis in government is heavily influenced by these standardized approaches. The manager’s job is recognize the basic frameworks that government organization are using and seek to adapt them to connect to strategies while recogning different perspectives (i.e., efficiency and motivation).  

Examples of competency models
After defining competency-based management, we might want to review general examples of competency frameworks used by the U.S., U.K., and Canadian governments. The major difference between the competency and traditional approaches to improving performance is that the competency approach is centered on inputs or the knowledge, skills and abilities for success in addition to the personal qualities needed. 
	The chapter indicates that the U.S. and U.K. approaches to defining competencies are slightly different. The U.K. perspective has been described as more ‘output’ oriented’ approach, possibly placing more emphasis on demonstrated skills. There are suggestions that the U.S. approach emphasized softer behavioral skills and ‘other inputs’ (perhaps, the Other characteristics) that people bring to the job, a difference that might be seen as drivers of performance, different from U.K. emphasis on standards in work.  The following slide can be used to illustrate the relationship between inputs and outputs. 
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It might also be useful to point out that the information in the text which highlights that researchers illustrate that different groups of competencies are correlated with initial vs. subsequent performance trends while other competencies are related to other aspects of performance. Russell’s study (2001) highlighted 9 general managerial competencies: (i) understanding, analyzing, and setting direction for a business, (ii) staffing, (iii) short-term business execution, (iv) financial analysis, (v) communication and climate setting, (vi) strategic planning, (vii) customer and other external relations, (viii) product planning and development, and (ix) organizational acumen. Russell findings suggest that certain competencies may be linked to initial performance while others facilitated other key roles that an executive plays
The website presents an exercise where students can engage in talking about competencies for different positions: School principal, CAO, and manager of a homeless agency.  The point of this exercise is to engage students in recognizing different groups of competencies (i.e., competencies for self management, leadership, etc.) and to highlight that some competencies are more important than others for certain jobs. Terms like distinctive, core, and threshold competencies are introduced borrowing from Boyatzis (1982)[endnoteRef:1] and Bryson, J.M., Ackermann, F., & Eden, C. (2007).[endnoteRef:2]  See EL 1 for added information and references to these definitions.   [1:  Boyatzis, R.E. (1982) The Competent Manager. New York: John Wiley & Sons, Inc]  [2:  Bryson, J.M., Ackermann, F., & Eden, C. (2007). Putting the resource-based view of strategy and distinctive competencies to work in public organizations. Public Administrative Review, 67:706, 707, 711 702-717. ] 

	This exercise can be handled in a general discussion in a large class as I try to have only one main group problem solving exercise in a class. In a large group/class, I would designate parts of the class as group A, B, and C. Then, ask individuals to work independently or with one other person and identify competencies for the different jobs. Then, I would convene a general session and ‘flag’ the top competencies for each job. Ask which are distinctive and which are threshold. Why?
	Competency frameworks provide competencies which are generally relevant for many organizations and it is possible to individualize the competencies for specific settings. McClelland’s work argues for developing competencies using the BEI rather than from general listings.  The BEI  (behavioural event inventory) is based on the ‘critical incident technique,’ to elicit examples of behavioural events. The interview transcripts are analyzed to distinguish between behaviors and intentions of superior performers and not identified by average performers. 
	It is useful in this chapter to implement the critical incident technique (CIT), a tool which is extremely useful for other areas of this course.

[bookmark: _Toc327867554]To apply the Critical Incident Technique (CIT) in developing a competency profile for effective managers 
Although standardized models and experts are used to develop competencies, a popular scientific way to develop competencies is to use the critical incident, Rep Grid or BEI.[endnoteRef:3] The text describes these approaches and these slides illustrate the use of the critical incident technique (CIT). [3:  Getha-Taylor, H. (2008) Identifying collaborative competencies. Review of Public Personnel Administration, 28: 106, 103-119] 

	The text reviews McClelland’s work in the 1970s. A useful reference is the Getha-Taylor (2008) reference in adding to the text material.
	The text builds on McClelland’s work and the article by Getha-Taylor in developing a competency model using the CIT which highlights distinctive and core competencies as defined by Bryson, Ackermann, & Eden (2007). The process we suggest includes: 
· Identify goals, strategic themes, or key objectives
· Identify critical success factors (CSF)
· Identify Competencies in Various areas
· Client or customer
· Internal Process
· Financing
· Staff (learning & growth)
· Identify 
· Identify Distinctive Competencies
· Identify Core Distinctive Competencies

	The critical incidents technique, grew out of the studies of John Flanagan during World War II, where he asked people to describe stories or vignettes (examples) of effective and ineffective work behaviour. [endnoteRef:4] The incidents provided an entirely different set of critical requirements of combat leadership.   [4:  Flanagan, J.C. (1954) The critical incident technique. Psychological Bulletin, 51:  328, 327-358.] 

	In a possible exercise in the class, individuals are asked to identify critical incidents of effective and ineffective management and then meet with 4-5 class members and pool their incidents. They should then cut them up onto separate sheets of paper and sort them. They are asked to sort them into the various perspectives of the SHRM – BSC in the figure below. 
[image: ]
They are asked to identify: 
· Distinctive Competencies:  Competencies that are difficult for others to replicate & 
· Have enduring advantage (ensure long term success)
· Core Competencies: Crucial to success because of their linkage to goals. 
· Cannot remove as it will affect goal achievement 
· Threshold competencies: required but entry level
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