The purpose of this process is to identify which of the organizational competencies are most important to the target position.  The organizational competencies, which have been selected based on their alignment with organizational needs and strategic goals, are likely applicable to all positions in the organization to varying degrees.  To determine which of those competencies are most important to the target position, we must consider the position’s unique role in the organization, and how the work performed in the position contributes to the overall success of the organization.  We do this by considering the work performed on the job and the qualities needed for successfully performing that work, and then using that information to identify the organizational competencies that best describe the characteristics of high-performing individuals.
This process should be done using a group of subject matter experts (SMEs).  SMEs are individuals who are most knowledgeable about the work performed on the job, how the work is performed by higher-performing individuals, and what qualities (knowledge, skills, abilities, and other characteristics) lead to superior job performance.  It is also helpful if the SMEs understand how the job and its requirements may change in the future.

Step 1: Identifying Job Duties (a.k.a. Essential Functions)
A duty, or essential function, is a description of activities performed in support of a broad area of responsibility of a job, and typically consists of many individual job tasks.  In Table 1, list all of the important duties performed in the target position.  When listing the duties, consider the overall purpose of the job and its different areas of responsibility.  Make sure the list of duties covers all areas of responsibility for the position.
Step 2: Identifying KSAOs
Performing the activities, or job tasks, that comprise a duty requires possession of specific knowledge, skills, abilities, and other characteristics (KSAOs).  For each duty, list the most important KSAOs for that duty in the second column of Table 1.  When listing the KSAOs, consider all the different types of knowledge required to perform the job, the skills that successful incumbents have acquired which differentiate higher performers from lower performers, and the abilities that have enabled the incumbents to perform at a high level as well as continue to develop job skills.  Also consider other characteristics that differentiate higher performers from lower performers, such as propensities, motivations, and personality traits.  

Step 3: Identifying the Associated Competencies
In this step, have the SMEs review the list of organizational competencies and select the ones that are necessary for performing each of the duties listed in the first column in Table 1.  For each duty, list all of the required competencies for that duty in the third column of Table 1.  To determine if a competency should be associated with a duty, consider the following:
· Is the competency required for performing the most important job tasks comprising the duty?  How would job performance be compromised if an incumbent did not possess that competency?
· If the organizational competencies include behavioral indicators (examples of on-the-job behaviors that demonstrate possession of the competency), how similar are the behavioral indicators and the duty?  Do the behavioral indicators seem to be describing the actual job tasks of the position?
· How similar are the competency and the KSAOs listed for the duty?  Are some of the KSAOs essentially the same as the competency? 
Note that the organizational competencies may not fully enable performance of some duties.  These duties may require job-specific, technical competencies, which will be addressed later in Step 5.
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Competency Identification Worksheet





Table 1: Duties and Associated KSAOs and Competencies
	Duties
	KSAOs
	Associated Competencies

	




	
	

	




	
	

	




	
	

	




	
	

	




	
	

	




	
	

	




	
	

	




	
	

	




	
	

	



Add additional rows as needed.
	
	






Step 4: Rank Order the Competencies
In this step, the SMEs will identify which of the competencies listed in Table 1 are most important to the target position and assign them a ranking.
Start by listing all of the competencies in the third column of Table 1 in the first column of Table 2 on the following page.  List each competency only once.  Then, in the next column in Table 2, indicate the number of duties each competency was linked to (the number of times the competency was listed in Table 1).  
Discuss the following with the SMEs, and indicate Yes or No in the table:
· Do the duties associated with the competency contribute directly to the success of the organization and align with strategic goals?
· Is the competency needed only for adequate performance of the duties, or is it something that would lead to superior performance, thus differentiating the higher performers from the lower performers?
· Does the competency match the most important KSAOs, and not just ones needed for adequate performance?
· Is the competency likely to become more important in the future, either for performance in the target position, or for the organization in general, and therefore warrants special attention in employee development plans?  
Following this discussion, the SMEs should assign a rank to each of the competencies, by consensus if possible.  If a consensus is not possible, individual rankings should be averaged across the SMEs. 



Table 2: Competency Ranking
	Competencies
	How many duties does this competency link to?
	Do the associated duties contribute directly to the success of the organization?
	Does this competency differentiate performance?
	Does this competency match the most important KSAOs?
	Is this competency likely to become more important in the future?
	Rank

	

	
	
	
	
	
	

	

	
	
	
	
	
	

	

	
	
	
	
	
	

	

	
	
	
	
	
	

	

	
	
	
	
	
	

	

	
	
	
	
	
	

	

	
	
	
	
	
	

	

	
	
	
	
	
	

	

	
	
	
	
	
	

	
Add additional rows as needed.
	
	
	
	
	
	






Step 5: Develop Job-Specific Technical Competencies
In addition to the organizational competencies, the target position likely requires job-specific, or technical competencies.  Technical competencies are those that enable job performance related to an area of special expertise.  Identify three to five technical competencies with the SMEs by reviewing the duties in Table 1, and identifying any that do not have an associated organizational competency that would fully enable performance of that duty.  To limit the technical duties to three to five, focus on the most important duties.  When developing the technical competencies, follow the format of the organizational competencies, with a full description, behavioral indicators, etc., as appropriate. 

Step 6: Final Competency Selection
Identify which competencies in Table 2 are Business Competencies, and which are Leadership Competencies. Based on the competency rankings made in Step 4, select the most important competencies in each category and record them in Table 3.  It is recommended the final list of competencies consist of three to five business competencies, three to five leadership competencies, and three to five technical competencies.

Table 3: Final Competencies 
	Final Competencies

	Business Competencies

	


	


	


	


	


	Leadership Competencies

	


	


	


	


	


	Technical Competencies
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