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1. Introduction  
Competence development has become a cornerstone of organisational success. In a 

rapidly changing business landscape, organisations must ensure their 

employees possess the right blend of knowledge, skills, and behaviours to meet evolving 

demands. A competent workforce is not only more productive but is also more adaptable, 

engaged, and capable of driving strategic goals.  

Building workforce capabilities means equipping employees with the tools and 

understanding they need to perform at their best. This involves more than just technical 

training; it requires a structured approach to identifying, developing, and assessing the 

competencies essential for each role.  

Competency frameworks are powerful tools that help organisations define what good 

performance looks like. These frameworks provide clarity around the specific 

behaviours, skills, and knowledge required for success in different roles. By mapping out 

these requirements, organisations can recruit, develop, and retain talent more 

effectively.  

Objectives of this guide:  

 Explain the meaning and components of competence  

 Describe the benefits and structure of competency frameworks  

 Provide practical guidance for developing and applying competency frameworks 

in the workplace  

 Offer real-world examples to illustrate effective competence development  
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2. What Does Competence Mean?  
Competence is the ability to perform a task or role to a defined standard, using a 

combination of knowledge, skills, and behaviours. True competence is demonstrated not 

just by knowing what to do, but by consistently applying those capabilities in the 

workplace.  

2.1 Key Components of Competence  

 Knowledge: The theoretical understanding or information required to perform a 

task.  

 Example: An HR manager must understand employment law and company 

policies.  

 Skills: The practical abilities to carry out tasks effectively.  

 Example: A trainer needs strong presentation and facilitation skills to deliver 

engaging workshops.  

 Behaviours: The attitudes and manner in which tasks are approached and 

completed.  

 Example: A manager demonstrates leadership behaviours such as active listening 

and constructive feedback.  

 Performance Capability: The integration of knowledge, skills, and behaviours to 

achieve desired outcomes in real situations.  

 Example: A project leader manages a team to deliver results on time and within 

budget, adapting to challenges as they arise.  
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Competence is not static; it evolves as job requirements change and as employees grow 

in their roles.  

2.2 Practical Examples of Competence  

 Customer Service Advisor:  

o Knowledge: Product details, company procedures  

o Skills: Effective communication, problem-solving  

o Behaviours: Patience, empathy  

o Performance Capability: Resolving customer issues efficiently while maintaining a 

positive experience  

 IT Support Technician:  

o Knowledge: Systems and software troubleshooting  

o Skills: Diagnostic testing, technical reporting  

o Behaviours: Attention to detail, persistence  

o Performance Capability: Quickly restoring service with minimal disruption to 

users  
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3. Competence Development Application  
Developing competence is about more than attending training courses. It involves 

continuous learning, on-the-job experience, feedback, and reflection. Effective 

competence development ensures employees can apply what they learn to real-world 

scenarios, improving both individual and organisational performance.  

3.1 How Competence Development Helps Employees Apply 

Skills  

 Identifies skill gaps and addresses them through targeted learning interventions  

 Provides clear performance expectations, making it easier for employees to 

understand what is required  

 Encourages practical application through coaching, mentoring, and stretch 

assignments  

 Fosters a culture of continuous improvement, where employees regularly update 

and refine their capabilities  

Illustrative examples:  

 Example 1: On-the-job learning  

 A new team leader attends leadership training and then applies those skills in 

team meetings, using feedback from their manager to improve their approach.  

 Example 2: Mentoring programme  
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 An experienced employee mentors a colleague, sharing practical insights and 

guiding them through complex tasks, which helps the mentee develop confidence 

and competence in their role.  

 Example 3: Project-based development  

 Employees participate in cross-functional projects, gaining hands-on experience 

in new areas while being supported by competency-based feedback and 

assessment.  

By embedding competence development into everyday work, organisations enable 

employees to perform to the best of their ability, adapt to new challenges, and contribute 

to organisational success.  

3.2 Why Competencies Are Important for Organisations  

Competencies serve as a foundation for organisational success by ensuring that 

employees possess the necessary skills, knowledge, and behaviours to perform 

effectively. By clearly defining competencies, organisations can drive performance 

improvement, as individuals understand precisely what is expected and how to achieve 

desired outcomes. This clarity also supports talent development, allowing HR 

professionals and managers to target learning interventions and career pathways that 

align with organisational goals.  

Leadership development benefits from competency frameworks by highlighting the 

attributes required for effective management and decision-making, fostering a pipeline 

of capable leaders. Competencies play a crucial role in workforce planning, enabling 

organisations to anticipate future skill requirements and address gaps before 
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they impact productivity. Furthermore, by aligning competencies with 

strategic objectives, organisations promote organisational alignment, ensuring all 

employees contribute to shared goals.  

Recent research indicates that over 75% of employers globally report difficulties in 

finding skilled talent, highlighting the urgent need to bridge the skills gap and invest in 

robust competency development initiatives. This statistic underscores the importance of 

structured approaches to competence management in today’s competitive landscape.  
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4. What Is a Competency Framework?  
A competency framework is a structured model that defines the skills, knowledge, and 

behaviours required for specific roles within an organisation. Its purpose is to provide 

clarity on performance standards, support recruitment, guide development, and inform 

succession planning. By mapping competencies to job profiles, frameworks help ensure 

consistency in expectations and development across teams and departments.  

There are several types of competencies typically included in frameworks:  

 Core competencies: Essential attributes shared by all employees, reflecting 

organisational values.  

 Functional competencies: Role-specific skills and knowledge required to 

perform particular tasks or duties.  

 Leadership competencies: Capabilities needed to guide, influence, and motivate 

others, often linked to management and supervisory positions.  

 Behavioural competencies: Ways in which tasks are approached and 

interpersonal skills demonstrated, such as teamwork or adaptability.  

The diagram below presents a simple visual representation of a competency framework:  

Core Competencies  Functional 

Competencies  

Leadership 

Competencies  

Behavioural 

Competencies  

Organisation-wide 

values & standards  

Role-specific skills & 

knowledge  

Management & 

influence capabilities  

Interpersonal & 

approach attributes  
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How to Develop a Competency Framework  
Developing a competency framework requires a structured approach to ensure clarity 

and effectiveness. The following step-by-step process outlines how organisations can 

build a robust framework that aligns with their strategic objectives:  

1. Define organisational goals: Begin by identifying the 

overarching objectives and values of the organisation. This step ensures that the 

competency framework supports business priorities and reflects the culture of the 

organisation.  

2. Map key roles: Catalogue all roles within the organisation, focusing on those 

critical to achieving strategic goals. This mapping provides a foundation for 

tailoring competencies to specific job functions.  

3. Identify required competencies: For each key role, determine the skills, 

knowledge, and behaviours necessary for successful performance. Engage 

stakeholders, including managers and subject matter experts, to ensure accuracy 

and relevance.  

4. Define proficiency levels: Establish clear levels of competence, such as 

Beginner, Intermediate, Advanced, and Expert. For example, a Beginner 

may demonstrate basic understanding, while an Expert exhibits mastery and can 

mentor others. These levels help standardise performance expectations and guide 

development pathways.  

5. Align training programmes with competencies: Design training, coaching, and 

development activities that directly support the competencies outlined in the 

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     10 
 

framework. Regularly review and update programmes to ensure they remain aligned 

with evolving business needs.  

This process enables organisations to create frameworks that are practical, scalable, and 

adaptable, supporting both current and future talent requirements.  
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6. Competency Development Examples  
Practical competency development initiatives have been successfully implemented 

across leadership, communication, and technical domains. Below are examples from 

leading organisations:  

 Leadership Development (GE): General Electric (GE) established its Leadership 

Development Centre, offering rotational assignments and targeted coaching for 

emerging leaders. This approach builds leadership competencies through real-

world experience and structured feedback.  

 Communication Skills (Google): Google launched its 'g2g' (Googler-to-Googler) 

programme, where employees teach each other communication and presentation 

skills. Peer-led workshops foster practical learning and continuous improvement 

in communication across the organisation.  

 Technical Competency (IBM): IBM’s Technical Academy provides tailored 

training and certification for IT professionals. Employees progress 

through proficiency levels, from Beginner to Expert, with each stage supported by 

mentoring and hands-on project work.  

These examples demonstrate how structured competency development programmes can 

enhance individual capabilities, drive performance, and support organisational growth. 

By investing in targeted initiatives, organisations empower employees to adapt, innovate, 

and excel in their roles.  
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7. Competency Assessment Template  
To make competency management practical, use a simple assessment template that helps 

document development needs and progress. The table below enables individuals and 

managers to track competency status and plan targeted development activities:  

Role  Required 

Competency  

Current Level  Target Level  Development Plan  

Software 

Engineer  

Problem-

Solving  

Intermediate  Advanced  Attend advanced coding 

workshops; participate in 

cross-functional projects  

Team Leader  Communication  Beginner  Expert  Undergo presentation 

training; receive regular 

feedback from peers  

HR Manager  Talent 

Development  

Advanced  Expert  Mentor junior staff; enrol 

in leadership coaching 

programme  

This template can be customised for any role, helping organisations and individuals focus 

on action-based plans for skill and competency growth.  
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8. Competence Development Checklist  
Use the checklist below to guide your organisation through the process of developing and 

managing competencies effectively:  

 ✔ Identify key competencies  

 ✔ Create competency framework  

 ✔ Assess workforce skills  

 ✔ Implement training programmes  

 ✔ Measure competency development progress  

This checklist makes the process straightforward, ensuring that each step is addressed 

and organisational competency development remains on track.  
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9. Role of Certification in Competence 

Development  
Certification plays a pivotal role in supporting competence development by providing 

recognised standards and benchmarks for skills and knowledge. Professional 

credentials validate an individual's abilities, enhance credibility, and foster a culture of 

continuous improvement. By gaining certifications, employees demonstrate their 

commitment to growth and ensure their skills remain relevant and aligned with 

organisational needs.  

One notable credential is the Certified Performance & Competency Developer. This 

certification assists HR professionals and managers in building robust competency 

frameworks and effective workforce development strategies. Holders of this credential 

are equipped with practical tools and methodologies to assess, design, and implement 

competency models that drive business performance. The certification also enables 

professionals to guide teams through targeted training and skill enhancement, 

supporting both organisational objectives and individual career progression.  
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Conclusion  
Competence development is essential for organisational success, ensuring employees 

have the skills needed to meet current and future challenges. Competency frameworks 

provide structure, clarity, and direction for workforce development, making it easier 

to identify skill gaps and plan relevant training. Ongoing investment in workforce skill 

development not only drives performance but also empowers employees to adapt and 

innovate. Now is the time to begin building your own competency framework, 

fostering growth and unlocking potential across your organisation.  
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