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PROPOSAL OF EMPLOYEE COMPETENCY
IMPROVEMENT

Employee’'s competencies represent the most powetdol that leads to an
improvement in business. In a changing economic ehetational environment which is
characterized by global competitive market knowkedgimportance of workers developing
considered like the corner stone. The world is gdimrough many global changes. The
most important changes are informatization, inniovatintegration globalization. There is a
requirement to identify and describe those commétenthat must be applied in many
employments and have to allow successfully to avee the changes. The aim of this
paper is to explain and characterize the systerdirlgato a continuous competency
improvement. The proposed system of continuous drgment represents a mechanism
consisting of several cooperating elements, metlaods procedures application of which
will be achieved competency improvement in the canyp The system is suitable for every
company which wants to improve the employee conmoéte. System of improving
employee competencies can be created for speeliicted positions at every level in the
company and for the company as a whole. Creati@owipetency model, identification of
competency list is not easy. There exist procedioerrectly identify competencies and
develop an appropriate competency model. The syst#fmendless competency
improvement has to be implemented on the PDCA qyéteiple according to Deming.
Keywords: employee competencies, competency model, competist

1. INTRODUCTION

Since 70s the society has already known that canpgtimprovement is necessary
Human competencies are discussed from many pdinigw - in terms of study, career or
normal life. There were published research regul®901. The research lasted about 15 years
and was made in about 60 companies, where experts fecused on determination and
investigation of competencies. Research has shbamncompanies that were focused on
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competencies have increased degree of successruitment of high-quality employees.
There has been shown that the work ethics and ssiofdargets achievement have increased
in these companies.

2. THEORETICAL EXPLANATIONS OF TERMS

At the beginning it is necessary to define the terrtompetency, core competency,
competency model and competency matrix.

The term competence has two meanings. Competengyesponsibility is seen as an
authorization to do the work. From another perspectompetency is seen as a summary
of the human capabilities and his behavior whicbuess the quality of fulfillment of
working tasks® In the article we pay attention to the second rimepof term competency
- skills and abilities which the worker has to haveertain work position.

European Training Foundation defines core compésras a general set of skills and
approaches that may be useful in all work situatierit is one of the surest ways of
keeping education and relevant training in a rapitlanging environmeht

Competency model presents a summary of "key compiete with their behavioral
signs that are required for a particular positiorievel of management. If the model is
created for a particular position in a particulampany, we are talking about specific
model.®

Competency models specifically include the follogviglements:

* ‘“competency names and detailed definitions,
¢ descriptions of activities or behaviors associatét each competency,
¢ adiagram of the model presenting of the modelaphical form to help,

e users quickly grasp the key feature of the mddel”

Bozkurt elaborates the types of competency modets.use job competency models
and core competencies models in the paper. “A mhpetency model describes job or
role competencies often those specific to a cettgia of job within a specific work unit.
These models provide a good foundation for buildipgrformance appraisals or
individual training and development plans. A jobmqeetency model is a description of
those competencies possessed by the top perforimeasspecific job or job family.
Models usually contain 8-16 competencies. Core &enzy models are built through a
process of continuous improvement and enhancerfiey focus for corporate strategy.
Core competencies are those capabilities that aitecat to a business achieving
competitive advantage. The key core competenciesdre those that enable the creation
of new products and services. Very important igausr relationship managemenrt.”
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“The competency matrix includes a list of behavi@t@tements and the associated
quality values for each competency at several eyegldevels as managers, supervisors,
executives, subordinates. The purpose is to hefd@mes understand their contribution,
through their individual performance, to the comiparcommitment*

Steps for competency model development processdiogao Bozkurt:

1. “performance criteria — defining the criteria farperior performance in the role,

2. criterion sample — choosing a sample of peopleopetihg the role for data
collection,

3. data collection — collecting the sample data alfmeirole for data collection,

4. data analysis — developing hypothesis about thepetencies of outstanding

performers and how these competencies work togé&thmoduce desired results,

5. validation — validating the results of the data andlysis,

6. application — applying the competency model in hmmasource activities, as
needed”.

3. HOW TO CREATE A SYSTEM OF ENDLESS COMPETENCY
IMPROVEMENT?

We know from the definition of the system as a witbht it is necessary to determine the
selected elements, among which there are connsdiuh relationships that form the system
of continuous competency improvement. Elementystesn of competency improvement in
the company consist of;

« employees and their competencies,

e processes, activities of employees ,

e equipment that employees need,

* human resource department of a company,

* educational institutions, agencies providing preifasal courses, literature,
internet sources and other sources that suppagetredopment of competencies.

Necessary methods, mental and work processes dindi@ments of the system are
described in the upcoming part.

3.1. Methods of data collection and their sources

When creating the system it is necessary to coperith company to obtain primary
data. It is important to get information from thentan resource department, the director and
the particular workers who are currently workingtta working positions, which we want
analyze. With help of these workers, HR departraadtdirector it is required to do interviews
to obtain primary data. Primary data should beinbthfrom other sources in the form of
internal accounting statements for the last ye¢hesCode of Ethics, the Job Code, the Quality
Handbook and job descriptions. Using these prirdatst we can create an analysis of situation
in the company and propose solutions for creatibrsystem of endless competency
improvement.

3.2. Used methods

Several methods were used in the paper. We usedetical and empirical methods.
Among the theoretical methods belong:

1 bidem
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» abstraction, concretization,
e analysis, synthesis,
e comparison, interpretation,
e induction, deduction and
« analogical, method.
Among the empirical methods that were used in #pepinclude:
e content analysis,
e semantic analysis,
* method of managed discussion — interview,
« method of creation of recording sheets and excerpts

For creation of the system of endless competengyrovement it is necessary to use
methods of obtaining new knowledge about realitthan chosen company. It is important to
perform an analysis of internal documents, the @mstatutes, the process of recruitment,
the Organizational Code, organizational structtive, Quality Handbook, Annual Report for
the last year and job descriptions of selectedtipnsi Important is to obtain expert opinion,
make an interview and survey of requirements ofleyeps. These belong to the methods of
key competencies determining. From the methods rotegsing of obtained data we
recommend to use theoretical methods - analysighesis, comparison, generalization and
interpretation. A specialized method of evaluat®necessary. This evaluation is explained in
the own model of determining competencies.

Sets of competencies and core competencies aremdetd by the own model of
determining of competencies which consists of tleriteria. The own model is shown in the
Figure 1. The first criterion is the investigatiofthe job descriptions according to knowledge
of the situation in the company. The second ooitelis examination of job descriptions
according to professional resources and the thiitrion is examination of the job
descriptions in terms of knowledge of the author.

Fig. 1. The own model of determining of competescie

Criterion 1 Criterion 2 Criterion 3
Knowledge of the company situatign  Professional Authors
resources knowledge

* time dimension

» financial dimension

« dimension of decision-making
« dimension of expert opinion

Source: own processing

Criterion 1 — knowledge of the situation in the gamy:

We recommended to use the own model of determinorgpetencies mentioned in
Figure 1. This procedure is based on the analysislected job descriptions. Job descrip-
tions present knowledge and skills which the wottes to have and describe activities of
this job. Competencies with help of this procedamne analyzed according to the activities
that are performed on the particular position. Bame the job descriptions and analysis, it
is possible to identify a set of competencies drahta set of core competencies for all
selected jobs.
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Individual work positions are analyzed accordingtierion 1from four dimensions.

1. Time dimension — individual work activities are tihiguished in percentage ac-
cording to that how much time from daily eight wimidk hours the worker does them.
Working activities together constitute 100% of wiagktime. Those activities that reach
the most time are considered from this point ofwlé&e the most important. Relevant
time resolution of activities is done by worker wisoworking at that position in the time
of research.

2. Financial dimension — if the worker decides at sahhis activities about finan-
cial resources of the company than we assigneldet@dtivity interval ranging from min-
imum to maximum of money. Activities and their intals are then ranked from the big-
gest to the lowest according to that it is posstiol determine the importance from this
point of view. Determination of the intervals ofdincial amount is made by worker who
is working at that position in the time of research

3. Dimension of decision-making — work activities halifferent importance from
the decision-making dimension. For this evaluatie®, choose a simple upward range
from 1, 2, ... X, the number 1 represents the nmgbrtant activity and number x repre-
sents the least important activity. Sequencingctiviies from the most important to the
least important (from 1 to x) is done by the workethe position. Worker determines the
sequence of activities and their competencies daugpto individual opinion and to such
number x to which he considers the determinatioth@fsequence relevant.

4. The fourth dimension is the expert opinion. Expdgdntifies competencies the
worker should have on the particular job positide. identifies key competencies. As an
expert can be considered a worker who works inpmticular position for long time (5
years or more).

For thus analyzed activities accrue ranks. Frorkadractivities according to dimen-
sions of Criterion 1 is possible to identify setoafmpetencies. The set of competencies
and their activities compose competency matrix.nfithe competency matrix we can
identify core competencies. This identifying is &@on the ranks which are results of
analysis according this Criterion 1. The activitieich have the most important evalua-
tion, are considered like core competencies. llofahg part we pay attention to the se-
lected core competencies.

We need to add to the core competency model comgiesewhich are considered as
essential/core according to the professional ressuand to knowledge of the author.

Criterion 2 — professional resources:

From this dimension are milestones available litemand internet resources, compe-
tencies model that are considered suitable foiséiected positions. Various job portals,
studied foreign, Slovak literature and internebrgses can be used, too. On job portals
such as profesia.sk, kariera.zoznam.sk, pracakmgenkwalder.sk, job.sk, etc. are
searched ads for jobs that are identical or reltteithe selected positions. A set of key
competencies occurs as a summary of informatiam b these resources.

Criterion 3 — knowledge of the author:

From this dimension we use subjective opinion fetedmining the core competencies
which will be generated on the basis of profesdiktnawledge which were obtained by
appropriate education in the area, self studyirdjiaterest in the area.

Consequently, it is possible to create core conmg&te models according to all three
criteria of the own model of determining of competies. According to Bozkurt we know
which elements should contain the competency mddese elements must be included
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in core competencies models, which came into exigtdy analysis according to the own
model of determining of competencies.

Fig. 2. Core competencies model

CORE COMPETENCIES MODEL

Descripaon of acovines related
13 the ComPEITncy

Competency 1 Dreseription 1 Activiiy 1

Activity 2

Competancy Drescripaon

Activity X
Competency 2 Drescription 2 Activity 1
Activity 2

Activity X

Competency X Diescription X Activiey 1
Activity 2

Activity X

IDnagram af core competencies model

uCompetency 1
W Competoncy 2
o
-
=

B Competency X

Source: own processing according to Bozkurt (2011)

The resulting core competencies models are coresidateal. Ideal competencies
models are compared with the situation in the comgpa identified by Criterion 1.
This showed which competencies are not developeth&gs should be developed
according to the established ideal models, resggtivhich competencies are in the
set completely missing. To these competencies brugiven appropriate attention.

By this procedure is also filled the procedure dogation of competency models by
Bozkurt. This is the procedufe

performance criteria,

criterion sample,

data collection,

data analysis,

PR

2 lbidem
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5. validation,

6. application.
Generally the exact number of core competencieshén model is not precisely
defined. Based on creation by Bozkurt, the modelstneontain three elements - a
description of competencies, description of ad#sitrelated to the competency and
graphical diagram of model as is shown in Figufe 2

3.3. Proposals for implementation of the system of endés competency improvement

Standard STN EN ISO 9001: 2009 explains the compgtef workers. It is necessary
to determine whether the company has implementaediomed standard. If the standard is
implemented, it is necessary to explain how thadsed is fulfilled by the company. If it
is not implemented, we recommend its implementatiothe company.

Recommendation for determining of competenciesédftiture is also the need of var-
iation of competency analysis methods, e.g. forcettee and administrative company
units. Competency determining methods are variedrding to character of performing
activity.

After the core competency determination we neeihtestigate how the interview is
managed, whether it is sufficiently adapted fontifecation if an adept has competencies
important for the job position. If the process oferview does not correspond with this,
the company has to customize the process.

Bozkurt showed how the competency model should.|8alsed on this conception we
recommend publishing diagrams of core competencgetsan offices, building of com-
pany. This should motivate the workers to reachdmaklop these core competencies.

If an adept on job position signs a job contraet,isremployee of a company. The
worker has to competent for the job. In this case@commend develop his competencies
with help of professional courses and educationitrg.

We recommend do periodical actualizations of afgtigshd competency changes. We
support keeping of actual lists of competencies attualizations of activities and com-
petencies should be done by the upper mentionetiatidtased on the own model of
determining of competencies in the Figure 1. Thealizations should be done by coop-
eration of CEO, HR department and workers. HR depant and CEO have to implement
the model. CEO has to supervise the analysis. deitip of actualizations depends on the
industry in which the company operates dynamioscohomic changes and other factors.

The analysis of activities and competencies isiptes¢o perform with time screens.
Time screens should provide a cross section of vdak If there are changes in the
activities during the month or year, we need toneeie the range of these activities. For
this range we can use averaging of all time valtibs should be done by HR department
of the company. We recommend making time screerigdieally. The results of analysis
according to the model described in the paper and screens are possible to compare
and then determine the most important competencies.

3.4. PDCA cycle as a mean of the system of endless cotegmey improvement

After the explanation of proposals it is possildelescribe proposed system like
PDCA cycle. It consists of 4 phases — planning, tamtrol and implementation phase.
The phases represent endless, repetitive prochisspiocess with individual steps is

13 lbidem
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shown in the Figure 3. Here is description of th&tem of endless competency improve-
ment, which is divided into steps, responsibilitiesults and methods.
Planning phase

In this phase is necessary to plan steps, identify is responsible for each step and
determine the results and methods. Here is strictiuplanned activities, which together
create the system.

l. Identification of competencies for all working pisins - HR depart-
ment, CEO - lists of core competencies - The owdehof determining
of competencies, various mentioned methods, tineess;

. Customization of recruitment process accordingot@ competencies -
HR department, CEO, expert - customization of iritaws - test, ques-
tionnaires;

. Analysis if current competencies of workers coroegpwith core com-
petencies - HR department, CEO, expert - currénatson in the com-
pany - test, questionnaires;

V. Selection of methods, creation of schedule of corapetency im-
provement - HR department, CEO - selected mettsmitgdule - pro-
fessional courses provided by the company or eatenmganization;

V. Actualization of core competencies - HR departm€mQ - actual lists
of core competencies - The own model of determiniihgompetencies,
time screens.

Test phase
In the planning phase we recommended 5 basic dtefsst phase is necessary to test
these steps.
l. Testing of planned steps - HR department, CEO -atece plan —
company implementation;
Il Determination whether it is necessary to add a stéfR department,
CEO - added step — company implementation;

. Summary of results — HR department, CEO — summérsesults —

company implementation.
Control phase
Control phase should control planning and test @haglividual steps of the phase are
described in following part.

l. Verification of previous phases, comparison of kssuHR department,
CEO - added step, Identification of deviations ntoml;
. Identification the underlying causes deviationsR #iepartment, CEO —
causes of deviations — analysis of previous results
. Corrections — HR department, CEO — removing demisti— various
methods depending on deviations.
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Fig. 3. The system of endless competency improvemBDCA cycle

Planning phase a
Method

Step Responsiblty | Result
The onn model of
. determining of
Identifying competendes for al HRa Listsof core
partment, CEO competendes, various
Horkng postons Competencs mentioned methods, time
STEnS
Customization of recrutment process Customizat
according o core competences ofintenviews Test phase
i Tetg Step Responsbity | Result Method
Analysing if current competendes of e Curtent Created
orkers correspond it core stuation in Testingof planned steps
competendes thecompany plan
Selection of methods, reston of Seeted | Prfessionalcoures Determination whetheritis HR department Company
harmonogram ofcore competency methods, | provided by the company (£0 " | Addedtep . )
improvement oretemal organisaion necessary toadd astep implementation
HR department, CEQ
Actuaistsof | Theown modelof » Summary
Actualisation ofcoe competences are detemiing of Summarization of results
competendes |competences, time sreens of results
Conirol phase
Step Responsihifty Result Method
o Addedstep,
Verfication of previous phases, i
) , dentfationof | Canfrol
Implementation phase comparison of restlts i
. Responshilty Rt | Hethd eilons
Systemofendless dentfcation thenderlyin Casesof | Andlysief
Inglrnationo | HR depatnen, O, Injlrentation R i
competercy Calses deviations deviatons | previousresuls
ProCess expert, employees P strategy
| Various methods
' Removing )
Planning, st contrl, implementation phese based on yde principe Corecios i digendingon
‘ ’ devations

Source: own processing according to Deming (1993)
Implementation phase
Implementation phase must implement planned systeancompany. The system was in
planning phase divided into steps, responsibilittesults and methods. The test phase
tests the proposed system in the company. Thealgmttase controls the results of test
phase and compares them with planned results. asepdetermines the deviations and
their corrections. Then the system of endless cotemgg improvement is ready for
implementation.

l. Implementation of process — HR department, CEOggxpmployees —

system of endless competency improvement — impléatien strategy;

Il Planning, test, control, implementation phase basedycle principle.

4. CONLUSION

The base for improving a person's professionalecai® to develop competencies,
develop their competence. The paper is aimed attinge a continuous improvement
system of employee’s competencies. One of the alpdhat enterprises should consider
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is the introduction of a comprehensive system gfrowing employee’s competencies,
which were treated in the article. The system &ehaon the infinite process in the form of
PDCA cycle and begins the process of selecting eyegls for the job. For employees
who are already working in the business, the systamts in the form of determining the
list of key competences at their jobs. In the gystee present the various phases of the
system, the methods of implementing the variousg@hand the results of these phases.
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PROPOZYCJA UDOSKONALENIA KOMPETENCJI PRACOWNIKA

Kompetencje pracownicze stangvjgden z najbardziej pgdanych zasobéw, ktére pro-
wadz do wzrostu konkurencyjdoi w biznesie. W zmieniggym sk srodowisku gospodar-
czym, ktére charakteryzujecskonkurencyjnym rynkiem globalnym i bazuje na wigdzna-
czenie rozwijajicych sk pracownikow staje sikluczovs kwesth. Swiat przezywa wiele glo-
balnych zmian. Najwaniejsze zmiany to: informatyzacja, innowacyj@ointegracja globali-
zacja. Nie jest w zasadzie nliszve, aby zidentyfikowa i opisa wszystkie kompetencje, ktore
musz cechowa rézne zawody i majumazliwi ¢ sprostanie wyzwaniom zmiany.

Celem niniejszego artykutu jest wyjaenie i scharakteryzowanie systemu provgadz
go do cygtego doskonalenia kompetencji pracowniczych. Pmop@ny system ggtego
doskonalenia przedstawia mechanizm skigdagie z kilku wspotpracujcych elementow,
metod i procedur. Ich zastosowaniezmekt przyczyné do poprawy kompetencji pracow-
niczych w firmie. Zaprezentowany system zastosomazna w kadej firmie, ktéra chce
podnig¢ kompetencje pracownikéw. Takie lub podobne systgroprawy kompetencji
pracownikéw mog by¢ tworzone dla konkretnych wybranych stanowisk pratis kede-
go szczebla hierarchii w firmie, a takdla firmy jako catéci.

Stworzenie modelu kompetencii, identyfikacja liskmpetencji nie sprostym zadaniem.
Istniefy procedury w celu prawidlowego okkenia kompetencji i rozwoju odpowiedniego
modelu kompetencji. System niglazacej poprawy kompetencji powinien dyealizowany w
oparciu na zasadzie, zgodnie z cykleguigigo doskonalenia PDCA Deminga. Skladazsi
czterech faz: planowania, realizacji, kontroli rédkcji. Fazy te stanowipowtarzalny proces
bedacy podstaw niekaiczacego s¢ doskonalenia kompetencji w zmienizgj st firmie.

Stowa kluczowe:kompetencje pracownicze, model kompetencji, kstsnpetencji
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