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Adopting a Competency Based Human
Resource Management System in Palestine
Cellular Communication LTD-JAWWAL

By
Enas Hamzi Hijazeh
Supervisor
Prof. Grace Khoury

ABSTRACT

The goal of this research is to identify JAWWAL core competencies
that will serve as a foundation for a competency based human resource
(HR) management system, which for this research will include recruitment
and selection, training and development, and performance management for
this research. In order to achieve the general objectives of this study, semi-
structured interviews and  focus groups with JAWWAL directors,
managers and supervisors were conducted as well as gathering completed
competency based training appraisal forms from direct supervisors of
employees who have participated in a competency based training course.
Based upon the analysis of responses, which formed 63% of the sample,

the following conclusions were drawn:

- Eleven core competencies have been identified for JAWWAL
employees, derived from JAWWAL’s mission and vision statements

and they will serve as the base for the HR competency system.

- JAWWAL will gain many advantages by adopting such a system.
First, it will link its employees with the mission and vision
statements; second, recruitment and selection will be competency
based and not job based which encourages managers and other
decision makers to clarify the verifiable, measurable results they

expect from successful performers before a selection decision is



XII

made. This makes selection methods more effective, which reduces
turnover, where, in this study, turnover was reduced by 0.196%
during a period of seven months, since the employees who are hired
are more likely to do well in jobs or work roles that are matched to

their existing or potential competencies.

Competency based training allowed JAWWAL employees to
structure their activities and processes in ways that are most
meaningful to them. With this approach to training, JAWWAL
managers, supervisors and employees are now more able to identify
and use many learning resources in diverse settings. JAWWAL'’s
competency-based approach to training consistently communicates a
common set of performance expectations to every team member.
JAWWAL started to focus all training on meeting employees’ needs
that support successful and creative team performance. Competency-
based training began to help JAWWAL managers and supervisors
keep JAWWAL employees focused on achieving exemplary

performance.

It was concluded by the respondents that in a competency based
system the process will encourage frank and non adversarial
communication between employees and their managers. It is not
unusual for JAWWAL employees to express their concerns in
performing work that is not aligned with their strengths or interests.
It is not only the less productive employees but often exemplary
performers as well, who express these concerns. It also gives
JAWWAL employees the opportunity to convey their interests and

satisfaction in performing work that is aligned with their
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competencies. JAWWAL employees' work results will be aligned
with achievement of strategic objectives, and this contribution will
be identified in specific and usually measurable terms. Work that is
identified as nonstrategic can be eliminated; it will allow JAWWAL
to use its resources in other more productive ways. A competency-
based HR performance management system establishes a work
environment at JAWWAL in which the roles, relationships, and

responsibilities of both managers and employees are well defined.

- Communication of strategic change is the most important strategy
that the HR Directorate must work on to ensure success of the

competency system JAWWAL is seeking to adopt for HR functions.

In conclusion, this study recommends that JAWWAL’s top
management allow the HR Directorate to play an effective strategic role
through adopting the competency based human resource management
system that will align HR practices with  JAWWAL's strategic objectives
and employee development efforts as well as to integrate all components

of the HR functions across JAWWAL.

Key words: JAWWAL, HR Directorate, Core Competencies, Competency
Based Human Resource Management System, Recruitment and Selection,

Training and Development, and Performance Management.
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Chapter One
Introduction
1.1 Introduction

In the globalised and skill based economies around the world, human
capital is considered to be the most important resource for any
organization, Walker (1980). How the organization leverages this resource
will ultimately decide if it can achieve its strategic objectives. It is
imperative for any organization to align its employees’ behavior to its
strategic objectives for sustained success. The changing nature of work as
organizations transition from an industrial to a knowledge-based economy
has been documented through research in the early 21st century. The
American Society for Training and Development [ASTD], 2006; the
Business-Higher Education Forum [BHEF], 2003; and other studies have
identified the various skills and competencies important for the 2Ist

century workforce, as well as skill gaps.

Organizations must develop the ability to continuously and
consciously transform themselves and their contexts. Contexts include
restructuring for optimum effectiveness, reengineering key procedures and
streamlining functions that are able to provide a source of competitive
advantage. All this aims to adapt regenerate and most importantly, survive
(McLean, 2006). Rothwell, Prescott, and Taylor (1998), examined many
trends that affect businesses and organizations by prioritizing them as
technological change, globalization, continued cost containment, market
change, growing importance of knowledge capital and the increased rate

and magnitude of change.



The character of organizational change and the changing nature of
jobs are both the cause and result of an increased emphasis on human
capital. The ASTD Public Policy Council (2003) described the success of
organizations as being dependent on the knowledge and capabilities of their
employees. "In the knowledge-based economy of the 21st century, it is not
capital, equipment or technology that differentiates organizations; it is their
workforce and the processes by which that workforce is established,

leveraged, and maintained" (ASTD Public Policy Council, 2003, p. 5).

Competency-based human resource management became popular in
the 90s, principally because it offered employers a new way of defining and
assessing those hard-to-measure traits, or "soft skills”, that so often make
the difference between superior performers and the rest of the crowd--for
example, initiative, adaptability, drive for achievement, etc. Competencies
also provided fundamental building blocks for ensuring that all of the
"people" processes in the organization could be fully integrated. No longer
would there be one set of criteria for selection, another set for performance
management, and yet a third set for learning and development.
"Competencies" were proclaimed as the one common set of standards to be

used for all HR processes (Houtzagers, 1999).

HR Directorate at Palestine Cellular Communication LTD-
JAWWAL is still using the traditional roles for HR activities, which is far
from the company’s mission and vision. Through this research and through
adopting the competency based human resource management system, the
researcher aims to transform HRM to a business partner in achieving the

company’s strategic goals.



1.2 Problem statement

Palestine Cellular Communication LTD-JAWWAL is the first
Palestinian provider of mobile communication in Palestine and is a model
for continuing success and transparency through a diversified number of
distinguished services that enable its customers to communicate using the
most advanced global trends in mobile industry. Palestine Cellular
Communication LTD-JAWWAL started as a project related to PALTEL
Company, and after obtaining its license, worked tirelessly to build the first
Palestinian GSM network and managed to make its first call in 1999. The
company’s policy has always been to attract the best and brightest
Palestinian talent to join its staff. To do so, the company seeks to provide a
challenging work environment, and continuing training that offers its team

opportunities to enhance their knowledge and skills.

The HR directorate is in charge of measuring and evaluating the
competencies of employees and providing the required training and
development programs. There is a great gap between the potential and
actual performance of the HR Directorate, in terms of services provided to
accomplish its mission. This gap resulted from drawbacks and limitations

in the current system including:

1. An inability to measure the real performance of employees. The
current appraisal system only measures the technical skills that
employees should have in order to accomplish their tasks. These
skills are determined according to the annual plan of each directorate.
There i1s no management system that is capable of measuring the

behavioral skills that JAWWAL employees must demonstrate, skills



which have a competitive advantage, and can distinguish JAWWAL

employees from others.

The current system doesn’t provide the HR directorate and
JAWWAL’s management with the competencies that are considered
essential to each employee. These competencies should link
employees’ performance with JAWWAL’s mission and vision.
There is a need for a new system that can foster positive outcomes

with customers and suppliers.

The HR directorate does not have a training plan linked to
JAWWAL’s strategic objectives. The offered training lacks the
ability to provide the employees with the required skills that are
important to improve their performance, as well as align HR
management practices with the mission, vision, values, and business
strategies or objectives of the company. JAWWAL’s intentions are
to build on individual knowledge, skills, and attitudes to meet present
or future work requirements. However, training should have an
immediate and highly specific impact on work performance.
Moreover, it should be grounded in the organization's requirements
and unique corporate culture. It is different in this respect from
education and employee development, which prepare the individual

for life and future work.

The current system utilizes a traditional recruitment and selection
process. It depends mainly on screening the applicants, then
comparing their qualifications to job requirements by means of

interviews. This method makes it difficult to attract individuals with



specific characteristics that cannot be acquired by training or
development. Although the selected persons are likely to fit in their
work roles, there is a need for new selection methods that provide
insight into whether or not a new employee will fit in the

organization's culture.
1.3 Study Importance

The task of this study is to adopt a competency based human
resource system for HR professionals to serve in new roles as strategic
business partners, advisors/consultants, and change agents as well as
professional experts in all areas of HR management. The purpose of this
study 1s to develop and validate a competency model for Palestine
Cellular Communication LTD-JAWWAL. Developing such a competency
based human resource management system and validating it is an important
issue for JAWWAL and the HR directorate since it will involve a transition
from the traditional way of managing human resources based on what
people have (e.g. qualifications) to what people can do (performance). The
benefits of using the competency based framework for human resources
subsystems such as recruitment and selection, training and development,

and performance management are:

1. Shifting from a day to day organizational operation to a competency
based one; an approach to managing employee performance based on

both “what” 1s achieved and “how” results are derived.

2. Providing a systematic approach to human resource activities and
making them more effective. Competencies bring out the synergy

between different subsystems by reinforcing each other and



minimizing needless overlap and contradictions. The competency

used in selection assessment may yield benefits for training needs.

. The competency based human resources management system will
provide JAWWAL with a wide common language to understand
different roles and responsibilities that will help employees to know

how they can grow to fulfill their aspirations.

1.3.1 Research objectives

Identify and describe competencies required for Palestine Cellular
Communication LTD-JAWWAL professionals to be successful now

and in the future.

Construct a competency based human resource management system
that includes core competencies and technical competencies,
describes what they look like in practice, and reflects organizational

preferences.

Ensure that the competency based human resource management

system is a valid one.

1.3.2 Research Questions

Based on the above objectives, this study should result in answers to

the following questions:

Why does JAWWAL need a competency system?

How does a competency-based human resource management

approach differ from the familiar traditional approach?



What advantages will the organization gain from a competency-

based approach?

What challenges will the organization experience in adopting a

competency-based approach?

What strategies should be taken into consideration to ensure success?

1.4 Assumptions of the study

4.

The following assumptions underlie this study:

Existing competency literature and frameworks are valid as menus
for constructing a competency based human resource management

system for Palestine cellular communication LTD- JAWWAL.

Individual incumbents involved as participants in the study, such as
the directors, managers, and supervisors, are able to articulate the

competencies needed now and in the future.
It is possible to identify competencies that predict performance.

Use of participatory methods will yield valid results.

1.5 Structure of the Study

The study is organized into six chapters as follows:

Chapter 1: Introduction

This chapter provides the background, objectives and rational of the

study. The scope and structure of the study are also included.



Chapter 2: Literature Review and Theoretical Framework

This chapter reviews the relevant literature on the research questions.
It is divided into nine main sections. The first three sections review the
identification of core and technical competencies. The fourth section
reviews competency models and competency based human resource
management. The fifth section presents how the competency models are the
basis of and provide benefits to human resource management systems and
their organizations. The sixth section summarizes research about
competencies and competency modeling. The seventh section reviews the
sources of competency based human resource management systems. The
eighth section identifies the competency model framework. The last section

1s a conclusion of the research.

Chapter 3: Human Resource Management system at Palestine Cellular
Communication LTD-JAWWAL

This chapter represents the history of the Human Resource
Directorate at Palestine Cellular Communication LTD-JAWWAL; it
highlights the challenges and services, and describes its current situation.
The chapter describes the functions performed by the HR Directorate and
the management system that is used to conduct daily business and provide

service to other directorates.
Chapter 4: Research Methodology

The aim of this chapter is to justify the choice of research
instruments, type of sampling and how the semi—structured interviews and

focus groups are designed. To ensure that research instruments will meet
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questions that will build the competency based human resource
management system. Furthermore, the selection of the sample and how it is

assessed 1s discussed.
Chapter 5: Data Analysis

This chapter presents a comprehensive analysis and discussion of the
results obtained from the semi- structured interviews, and focus groups,
where the design of the analysis elaborates and summarizes the answers of
the study questions that were stated in chapter one. Each research question
will be answered by presenting and discussing the results obtained from the
data analysis appropriate for each particular question. Also, results of the
survey that were conducted to measure the performance of the employees
who participated in competency based training courses will be presented

and discussed.
Chapter 6: Conclusion and Recommendation

This chapter restates the research problem and provides an overview
of the methodology used for the study. Results are summarized and then
discussed in a more general sense than the discussion provided in Chapter
five. The discussion includes conclusion, recommendations for JAWWAL,

and suggestions for further research.
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Chapter Two

Literature Review and Theoretical Framework
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Chapter Two
Literature Review and Theoretical Framework
2.1 Introduction

The purpose of this chapter is to define the competency concept and
take a short look at the background of core and technical competencies and
the competency based human resource management system. The most
relevant literature is reviewed concerning the research questions starting
with which function of HR activities will adopt the competencies model,
knowing that competencies will be divided into core and technical

competencies.
2.2 Definitions of competencies

The first time the term competency was introduced to the psychology
literature was in 1973. In his article ‘Testing for competence rather than
for intelligence’ David McClelland (1973) claims that the content of
traditional tests of academic aptitude and knowledge in fact have neither
predicted job performance nor success. Since then competency has become
a significant factor in Human Resource Development practices. A
competency can be defined as “an underlying characteristic of a person
which results in effective and or superior performance in a job” Boyatzis

(1982: page 21).

A job competency represents ability. Individuals set of competencies
reflect their skills, capability and behaviors. Functional competencies may
be a motive, trait, skill, aspect of one’s self-image or social role, or a body

of knowledge that an individual uses, and the existence and procession of
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these characteristics may or may not be known to the individual

(Boyatzis,1982).

Individual characteristic is a competency that can be counted reliably
and that can be shown to differentiate significantly between effective and
ineffective performers. Meanwhile, competency can be described as a set
of behavior patterns that an incumbent needs to bring to a position in order
to perform its tasks and functions in the delivery of desired results or

outcomes (Woodruffe, 1992).

Also Competency was viewed as “an underlying characteristic of an
individual that is causally related to criterion-referenced effective and/or
superior performance in a job or situation (Spencer & Spencer,1993: page
104). In the business culture (including both business and public
administration communities), the terms job competencies, core
competencies, organizational competencies, management competencies,
and individual competencies are becoming part of today's business

language.

The concept of competency is also linked to a growing range of
human resource-related activities - competency-based performance
management, competency-based approaches to developing people,

competency-based approaches to developing organizations.

Five types of competency characteristics were defined, they are
consisting of motives, traits, self-concept, knowledge and skills. Motives
are known to be the driving force which causes people to achieve goals.
Motivation is related to, but distinct from, emotion. Motives drive, direct

and select behavior toward certain actions or goals and away from others.



14

Traits are known as the physical characteristics and consistent responses to
situations. Self-concept is an individual’s attitudes, values or self-image.
Knowledge is the information that an individual has in specific content
areas. Finally, skill is the ability to perform a certain physical or mental
task. Surface knowledge and skill competencies are easy to be developed
and train in the most cost-effective way to secure those employee abilities
(Spencer & Spencer, 1993). Figure 1 illustrates central and surface

competencies.

Visible
(qualification)

Skills
Knowledge

Hidden Self Concept

Personal Characteristics
(Physical and psychological
features)

Motives

Figure 1: the Iceberg Model and Central and Surface Competencies
Source: Spencer & Spencer (1993: 11)

In other words, visible competencies such as knowledge and skills
may be somewhat technical competencies basically required by the job,
whereas hidden competencies such as self-concept, traits and motives are
behavioral competencies that drive an individual’s performance in the job.
Boyatzis (1982) states that motive and trait competencies have the most
direct impact on self-concept and also have an impact on skill. In an effort

to provide a complete understanding of the different aspects that the term



“competencies”

mean,

15

Table 1, presents the main definitions from

different writers or companies.

Table (1): Current definitions of the competency concept

Author

Definition

Marrelli (1998)

Competencies are measurable human capabilities
that are required for effective work performance
demands.

Dubois (1998)

Competencies are  those  characteristics-
knowledge, skills, mindsets, thought patterns,
and the like-that, when used either singularly or
in various combinations, result in successful
performance.

Boyatzis (1982)

Boyatzis described competencies as underlying
characteristics of an individual, which are,
causally (change in one variable cause change in
another) related to effective job performance

Selby et al. (2000)
UK National
Vocational Council
for Vocational

The National Vocational Council for Vocational
Qualification  described  competency  as
performance standards, the ability to perform in
work rules or jobs to the standard required in

Qualification (1997) | employment
Competencies” are the knowledge, skills,
Treasury Board of | abilities and behaviors that an employee applies
Canada in performing his/her work and that are the key
Secretariat (1999) | employee-related levers for achieving results that
are relevant to the organization’s business
strategies
Perrenaud (2000) | A capacity to mobilize diverse cognitive
resources to meet a certain type of situation
LeBoterf says that competencies are not
themselves resources in the sense of knowing
how to act, knowing how to do, or attitudes, but
LeBoterf (1998) they mobilize, integrate and orchestrate such

resources. This mobilization is only pertinent in
one situation, and each situation is unique,
although it could be approached as an analogy to
other situations that are already known
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Author Definition
Jackson and Schuler | Competencies are defined as “the skills,
(2003) knowledge, abilities and other characteristics that

someone needs to perform a job effectively”
Most fundamentally, competencies provide
organizations with a way to define in behavioral
terms what their leaders need to do to produce
Intagliata et al. the results the organization desires and do so in a
(2000) way that is consistent with and builds its culture.
They should provide the ‘North Star’ by which
leaders at all levels navigate in order to create
synergy and produce more significant and
consistent results.
A set of measurable and observable knowledge,

PeopleSoft ) ) . )
copieso skills and behaviors that contribute to success in
a job/position
A competency is a set of characteristics
Gartner group p Y ;

including skills, knowledge and attributes, that

causes or forecasts performance

Source: Draganidis and Mentza, Competency based management a review of systems and
approaches (2005:53).

In conclusion, most of the authors mentioned in the table above that
a competency is a mix of knowledge, behavior, skills and tacit, that gives

people the potential for effectiveness in performing tasks.
2.3 Core Competencies

Competencies that are describing the behaviors that are keys to the
success of an organization are known as core competencies. It defines the
skills and abilities that all employees must demonstrate in order to drive
business results. They are aligned with and support the primary goals and
strategies of the organization. Specification of primary goals and
organization strategies are the first steps of identifying core competencies.
Some of the questions that might be included in the process of identifying

core competencies include: What things company hope to achieve? What
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are the critical business results? What are the primary drivers of success?
Where is the company heading? A corporation’s culture, mission, vision,
and values should also be reflected in the organizations core competencies.
Meeting with organization top management, leaders and strategists to fully
understand the company’s goals, mission values and strategies should be
conducted before identifying core competencies. The majority of
competency models include 7-9 core competencies that all employees must
demonstrate for the company to achieve strategic goals and objectives

(Maddy, 2002).
2.4 Technical Competencies

Technical competencies which are the knowledge and abilities that
are required to drive results in the particular position and describe the
behaviors that are keys to the success of an individual job or position
within the organization are often built upon the foundation of the

organization’s core competencies.

Specification of position’s major duties and responsibilities is the
main step of identifying technical competencies for any positions. Sample
of questions that might be used in the process of identifying technical
competencies include: What are the responsibilities for an individual
employee in this position? To what results i1s an employee held
accountable? What behaviors must be demonstrated in order for an

employee to be successful in this position?

For creating a competency model, organization need to combine
organization’s core with technical competencies. Taken together, the core

and technical competencies for a job describe the skills, abilities, and
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behaviors that must be consistently demonstrated in order for an employee

to be successful in the job (Maddy, 2002).

2.5 Competency Models and Competency-Based Human
Resource Management

From a Jobs-based to a Competency-based Approach

Job analysis is considered as the basis of human resource activities
used for creating job descriptions and minimum requirements, (Dubois et
al., 2004). Job analysis has focused on what employees actually do in their
jobs, perceptions of what employees do, what employees should be doing,
and what should be done in the future (Dubois et al., 2004; Walker, 1980).
Problems occur when organizations focus on jobs as the criterion for

matching employees with work that is important for organizational success.

Traditional job descriptions are written to identify activities and may
not clearly describe outputs needed for organizational success also,
traditional job descriptions become quickly outdated in today’s rapidly
changing, dynamic environment (Byham & Moyer, 2005; Dubois et al.,
2004). Dubois et al. (2004) further suggested that job descriptions may
become disregarded before they are written and thus become hindrance to
organizational change. Several authors (Byham & Moyer, 2005; Carnevale,
1991; Dubois et al., 2004; Lawler, 1994; Weatherly, 2005a) have described
forces or trends facing organizations and how a competency-based
approach can help by moving the focus away from jobs and toward

individuals and their competencies.
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Other trends and issues facing organizations support a need for a
competency based approach to human resource management are
summarized in Table 2 Lawler (1994) described trends such as those in
Table 2. One reason that cuts across the issues and trends is that
competency-based HR management “focuses attention on the people who
do the work rather than the work done by those people” (Dubois et al.,
2004, p. 10). This focus on the people who do the work has resulted in
competency-based HR management systems gaining recognition,
acceptance, and support in organizations worldwide (Dubois & Rothwell,
2000; Lucia & Lepsinger, 1999; McLagan, 1996). In order to understand
how competency models can be the basis of human resource management,
it is important to explore the use of competency models in human resource

systems and the literature on their benefits.

Table (2): Trends and Issues Supporting a Competency-Based
Approach

Trend Relationship to a Need for Competency-based HR
Technological | Need to structure thinking around competencies that
change | enable individuals to make best use of existing and
emerging technology (Dubois et al., 2004)
Increased | Requires more attention to diversity, open-thinking,
diversity | and attention to employees who can work in and
and globalization | across different cultures. Competency-based HR helps
identify capabilities needed and insures consistent
standards are applied across an organization (Byham
& Moyer, 2005; Dubois et al., 2004; Lucia &
Lepsinger, 1999).
Accelerated Customer expectations are changing quickly and they
speed to market | expect rapid responses. And as organizations are
change being forced to become more lean, it is increasingly
and aximizing | important to have employees with the right
Productivity | competencies to be effective. Competency-based HR
can help and focus selection, training, and evaluation
systems based on current future needs (Dubois et al.,
2004; Lucia & Lepsinger, 1999).
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Growing
importance of
knowledge
capital

Competency-based HR strives to identify and develop
exemplary performance and bring average employees
closer to exemplary (Dubois et al., 2004).

Rapidly
changing,
team-oriented
environment

For organizations to anticipate and react to change,
they must have individuals capable of dealing with the
associated challenges where jobs change and roles
change frequently. Competency-based HR
management moves the traditional focus on work to
individual competencies that may underpin all
required roles, align with organizational problems and
strategic issues. In an environment with jobs in flux,
competency models provide a tool for describing
skills required now and in the future as needs change
(Byham & Moyer, 2005; Dubois et al., 2004; Lucia &
Lepsinger, 1999).

Organizations
with fewer
layers, flatter
structure, and

Competencies can help identify the skills needed to
operate in an organization with less hierarchy and a
culture of high involvement where learning,
flexibility, and initiative are important. Competencies

empowerment/ | help define organizational expectations in an
increased environment where employees have the capacity to do
employee more than in the past (Byham & Moyer, 2005). Fewer
involvement advancement opportunities and a need for horizontal
movement increase the mneed for defining
competencies so the right people can be identified and
moved across or up in the organization without
mismatches or errors (Byham & Moyer, 2005; Lawler,
1994).

Clarifying work | Addresses issues raised about traditional human
expectations | resource management by describing: (a) what skills,
knowledge and characteristics are required; and (b)
what behaviors have the most impact on performance
success. This promotes shared understanding about
how to perform and what it takes to succeed (Lucia &

Lepsinger, 1999).
Popularity of The use of multi-perspective instruments to help
multi- people understand how they are perceived by others
perspective has elevated the importance of competencies that form
instruments for | the categories against which people are evaluated

evaluation (Byham & Moyer, 2005).
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More difficult | The dynamic nature of the workplace makes career
personal career | planning more difficult because paths to advancement

planning are less clear. Competencies provide a framework for
self-development efforts and career planning (Byham
& Moyer, 2005).

2.6 Benefits of Competency Based Human Resource

Management System

HR management, human capital, intellectual capital, and talent
management all share the common idea that people have capabilities that
drive organizational performance (i.e., people make a difference in how

organizations perform) (Dubois et al., 2004).

Effective organizations must find, use, develop, and keep people to
fulfill their mission. Human resource management is the process of doing
that (Dubois et al., 2004; Lado & Wilson, 1994). Traditional HR
management systems typically include aspects of the following:
recruitment and selection, performance management, compensation,
training development, and career and development planning (Dubois &
Rothwell, 2000; Lucia & Lepsinger, 1999; Schippmann, 1999). In
traditional HR management, job analysis becomes the basis for recruiting,
selecting, training, rewarding, appraising, and developing people. Using
this approach, the HR function seeks to discover the skills, knowledge, and
characteristics that contribute directly to the organization’s success and
configure HR activities around those competencies (Dubois et al., 2004;

Lucia & Lepsinger, 1999; Thompson et al., 1996).
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The objective of a competency-based approach is to “identify the
competencies required of high performers in key positions throughout the
organization; strive to eliminate any competency gaps that exist through
effective selection and/or training and development; and ensure that
meritorious performance is recognized and rewarded” (Weatherly, 2005a,
p. 4). McLagan (1980) described competency models as a focal point for
planning, organizing, integrating, and improving all aspects of HR
management systems, a concept called horizontal alignment (Mulder,
2001). Stone and Bieber (1997) noted that “competencies help make
forward-looking HR decisions by clarifying the knowledge, skills, and
behaviors needed in the future and by serving as a foundation upon which
to build employee selection, training, professional development,
performance appraisal, and succession planning” (p. 2). Weatherly (2005b)
stated that “competencies can be used to support the entire HR platform
within an organization — from selection and recruitment to training and
development, succession planning and total rewards” (p. 1). Many authors
indorse that competency models can support HR management systems
(Bernthal et al., 2004; Dubois et al., 2004; Hayes, 1979; Lucia &
Lepsinger, 1999; McLagan, 1980; Moulton et al., 2006, Stone & Bieber,
1997; Weatherly, 2005b). These systems include: (1) recruitment and
selection; (2) training and development (3) employees development; (4)
performance management (e.g., multi-perspective feedback and appraisals);
(5) compensation and benefits (e.g., salary adjustments based on merit); (6)
career development; and (7) promotion and succession planning. One goal
of looking at competencies is to discover the difference between fully
successful and exemplary performers, pinpoint those differences, and then

select more people who function at the exemplary level or help others
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develop that capability (Dubois et al., 2004). Conceptually, an organization
uses a competency model to staff positions with employees who possess
the characteristics of high performers. To understand the reasons for using
competencies in HR management, it is important to look at what
competency-based HR management looks like, the benefits related to some
of the HR management systems, Dubois et al. (2004) described the
differences between traditional and competency-based HR management
and the benefits as well as the differences in each of the HR systems. In
terms of the overall HR function, competency-based HR management
moves the focus from compliance and policies to HR playing an important
role in talent management, a role that contributes directly to the
organizational mission and productivity. While HR continues to fulfill its
compliance responsibilities, it does so in a competency-based environment.
HR planning shifts from a focus on head counts and forecasts based on the
past to a concentration on talent and qualitative planning methods.
Recruitment and selection moves away from qualifications, and
assumptions that qualifications equal ability to perform to a focus on
decisions based on competency, models for the organization that define the
knowledge, skills, and attributes of high performers (Dubois et al., 2004).
By clarifying behaviors and practices of effective employees, competency
models increase the likelihood that resources invested in hiring put the right
people in the right jobs (Lucia & Lepsinger, 1999). Competency models
provide a complete picture of the job requirements; increase the chance that
those hired will succeed, ensure a more systematic interview process, and
help distinguish between competencies that can be improved through
training and those that are more difficult to develop. Selection focuses on

few technical or subject matter skills without taking into consideration the
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other qualities needed to be successful for example customer focus. A
competency model provides a more complete and clear picture for the
interviewer and interviewee (Lucia & Lepsinger, 1999). Using
competency-based interviewing techniques (e.g., behavior-based
interviews), hiring managers can be more effective in determining if an
individual has the knowledge, skills, and characteristics to be successful
(Stone, 1997). A competency-based training and development system
builds individual competencies aligned with measurable high performance
and draw process for individuals to know their own competencies and for
the organization to identify and cultivate talent (Dubois, et al., 2004). An
important aspect of employee development is that much of the efforts to
build competencies occur through learning experiences on the job that are
intentional efforts. Also, organizations can target competencies that are
most relevant or have the greatest impact, avoiding a short-term
perspective. Lucia and Lepsinger (1999) described four primary benefits of

competency based HR systems.

1. Competency-based HR systems enable a focus on relevant skills and
behaviors. When people are clear about what it takes to succeed, they
are better able to make decisions about training and development.
Individuals are encouraged to become more active in their own

development

2. Competency-based HR systems ensure alignment of training and
development. Focus for training and development aligns with what is
essential for the organization. A well constructed competency model

describes behaviors for effectiveness on the job and supports the
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organization’s strategic direction. Thus, HR can develop programs to

meet future needs.

3. Competency-based HR systems make the most effective use of
training and development. This approach removes the guesswork on
where to focus scarce resources so time and money are well spent.
Can help identify who needs which skills at which point in their
career and then provide training and development when employees
have a use for it; a time when they are more likely to apply and

reinforce experiences.

4. Competency-based HR systems provide a framework for bosses and
coaches. The clarity and specificity of competency models provide
bosses and coaches a shared picture of what it takes to succeed.
Behaviors described in the model can be used as a basis for

constructive development discussions.

The feedback described above is also important in performance
management. Using traditional approaches to performance management,
key concerns or issues have been raised such as lack of agreement on
performance criteria, lack of balance in appraising what is accomplished
and how it is accomplished, and lack of specificity in discussion of
deficiencies (Lucia & Lepsinger, 1999). Competencies provide an
evaluation tool against which all individuals, or at least a broad band of
individuals, can be evaluated (Byham & Moyer, 2005). This is particularly
beneficial in an environment where jobs may be fluid and people move
from one job to another within an organization. Lucia and Lepsinger (1999)

described three key ways a competency-based approach improves the
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performance management system. First, use of a competency model
provides a shared understanding of what will be monitored and measured.
For example, integrating elements of the model into appraisal forms helps
balance what gets done, showing a concern for both results and the
behavior or manner in which they are attained. Secondly, competencies
provide focus and help facilitate the performance appraisal dialogue.
Finally, competencies are a framework for gaining information about
behavior, offering a starting point by identifying specific behaviors (e.g., if
the competency is teamwork, a boss can look for evidence of behaviors that
support teamwork like resolving conflict). Gaining information through

peer or 360-degree feedback is easier with competencies as a guide.

Another example of how competencies benefit HR systems is in
succession planning. Many organizations prefer promoting from within,
which makes sense for many reasons but is not simple. Lucia and
Lepsinger (1999) described key components of succession planning to
include: (a) a list of positions under consideration; (b) agreement among
decision makers about what is required for success in each; (c) a list of who
is ready for filling positions now and why; and (d) a list of who will be
ready soon, accompanied by the person’s developmental needs and actions
to close the gaps. Using a competency model to support these components
clarifies required skills, knowledge and characteristics; provides a method
to assess candidate readiness; focuses training and development plans to
address missing competencies; and allows an organization to measure its
bench strength. The benefits of a competency-based approach were
described for several of the HR systems. From an organizational

perspective, benefits combine to provide positive results for organizations.
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The use of competency models and approaches to HR management
is widespread in the United States. Chase Manhattan Bank, 3M, Sony,
AT&T, Burger King, Canadian Imperial Bank, and Geon are all examples
of organizations using competencies (Dauphinee, 2001; Dewey, 1997;
Lucia & Lepsinger, 1999), the Secretary’s Commission on Achieving
Necessary Skills (1991) and the Leadership Effectiveness Framework
(Rothwell & Lindholm, 1999), professional organizations such as the
American Society for Training and Development (Bernthal et al., 2004),
and Extension organizations such as North Carolina State University
Extension (Liles & Mustian, 2004) and Texas Extension (Stone &
Coppernoll, 2004). Research based on a survey with 292 members of the
HR Benchmark Group found that 75% of organizations were using
competencies in selection, promotion, and training and development; 65%
were using competencies in performance management; and many were also
using them in career and succession planning (Cook & Bernthal, 1998).
The American Compensation Association-sponsored research (Thompson
et al., 1996) demonstrated that competencies can serve as a foundation of
an integrated HR system. Respondents in this study were positive about the
use of competencies in raising the bar on employee performance and
providing a framework to integrate HR applications. Another study by the
HR Benchmark group (Cook & Bernthal, 1998) found competencies to
strengthen HR systems. Organizations reported positive impact in specific
areas (e.g., 91% reported improved training and development processes
when supported by competencies) and overall organizational outcomes
(67% reported competences to be at least moderately effective in
improving organization performance) when competencies supported their

HR system. Cook and Bernthal also found that supporting multiple HR
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systems with competencies increases overall performance and that impact
increases over time. For organizations using competencies for two years or
more, the percentage reporting improved organization performance

increased to 75 percent.

Benefits of using a competency-based approach to HR management
have been described in different key areas. Alignment is the term used to
describe how competencies link where an organization is going (strategic
objectives) and the talent needed to get there (skills of individuals).
Competency-based HR management supports and facilitates an
organization’s strategic objectives (Dubois et al., 2004; Lawler, 1994;
Mulder, 2001; Stone & Bieber, 1997). Concentration and focus has been
used to describe the similar concept of competencies helping HR systems
as well as employees behaviors and quality of work that supports the
mission, values, and strategic goals of an organization (Byham & Moyer,
2005; Dubois et al., 2004; Lucia & Lepsinger, 1999;Mulder, 2001;
Thompson et al., 1996). Adapting to and driving organizational change is
another benefit. In an era of rapid change, new skills may be required for
changing roles in organizations. Competency models provide a tool for
identifying what is needed today and in the future. This approach creates a
more flexible and responsive pool of talent by adjusting selection criteria
and professional development systems and by supporting development of a
broad set of skills (Byham & Moyer, 2005; Lucia & Lepsinger, 1999).
"Core competencies are becoming increasingly important as organizations
become more flexible in using their workforces and as they strive to drive
organizational change throughout the organization using human resource

systems as the vehicle" (Byham & Moyer, 2005, p. 78). For maximizing
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productivity, competencies help businesses and individuals focus on what
will have the important and biggest impact (Dubois et al., 2004; Lucia and
Lepsinger, 1999; Mulder, 2001). Discussing the impact of competency-
based approaches, Dubois et al. (2004) stated that “recognizing critical
differences in individual productivity implies that more work might be
done by fewer people, or that better work might be done by the same
number of people” (p. xii). Costs can also be avoided because
competencies reduce the costs of poor selection decisions and investments

in professional development (Hay Group, 2003).

Organizational and employee commitment to learning is another
benefit of competencies mentioned by several authors (Hamel & Prahalad,
1994; Lawler, 1994; Maddy et al., 2002; Stone, 1997; Thompson et al.,
1996). This commitment to learning includes attracting employees with an
interest in learning and fostering ongoing learning as well as an
environment or organizational culture supporting lifelong learning.
Specifically for Extension organizations, Maddy et al. (2002)
recommended use of core competencies throughout the Cooperative
Extension System as a best practice that would support and show a
commitment to lifelong learning. Finally, Rothwell & Lindholm (1999)
described competency-based HR management as the “keystone bridge
between individual career development and organizational strategy” (p.
101). The concept of portability is important in an environment of
boundary-less careers where individuals move throughout an organization
and across organizations. Competencies are portable and are taken with an

individual from project to project, job to job, and employer to employer.
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2.7 Negative Outcomes of Competency Based Human
Resource Management System

However, less valid and reliable competency based human resource

management models can result in negative outcomes. For example, they

can:

J Develop less meaningful competencies in organizations without clear
visions of their goals or strategies

. Be quite expensive and time-consuming to administer

J Reduce core organizational competencies understanding as a result
of poor employee buy-in

J Preserve the organizational status quo and in adequately address soft,

integrative and/or innovative competencies such as intercultural or

cross-cultural competency

J Add nothing in organizations that have difficulty in differentiating
between successful and unsuccessful performance and when the

competencies are too"generic". (Dubois et al., 2004).

2.8 Competencies and Competency Modeling — EXxisting
Research

Efforts have been made to apply competency modeling in public
education, government, professional associations, private sector businesses,
and Extension organizations. This section will describe models developed
in the public education and government sector, others developed for

specific professional associations, generic models, an application in a
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specific corporation, 3M, and will conclude with those for Extension

organizations.
Private Sector

In addition to governmental efforts, professional associations, and
generic models developed by researchers, numerous corporations have
developed competency models including Sony, 3M, Allstate, Sharp
Electronics, AT&T, Burger King, Canadian Imperial Bank, Chase
Manhattan Bank, and Geon (Dauphinee, 2001; Dewey, 1997; Lucia &
Lepsinger, 1999; Montier, Alai, & Kramer, 2006). Although there is
considerable variation in how these models were developed and their
intended audience, some examples are helpful to illustrate how competency
models are being developed and described in the business world. 3M has
created an executive-level competency model (Alldredge & Nilan, 2000).
The research process at 3M was led by an in-house team and included: (a)
an internal process to review the literature and learn about competencies,
(b) internal groups used to coalesce around current expectations and future
needs, (c) a team representing HR practitioners from the area of leadership
development and assessment, and (d) critical incident interviews to collect
data and develop behavioral expectations. The resulting model included
competency labels, descriptions, and behavioral anchors for 12
competencies clustered by how they are expected to develop throughout an

executive’s career. Listed by cluster, they include:

1. Fundamental — ethics and integrity, intellectual capacity, and

maturity and judgment;
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2-  Essential — customer orientation, developing people, inspiring others,

and business health and results; and

3-  Visionary—global perspective, vision and strategy, nurturing

innovation, building alliances, and organizational agility.

Another example is Sharp Electronics, where a core competency
model was developed initially and competency models specific to key job
functions are being added (Montier et al., 2006). Sharp placed an emphasis
on involving individuals at all levels in developing and validating a model
that was customized for their organization. The Sharp research process
included an examination of the business environment, interviews with
senior executives, a review of other competency models and best practices,
behavioral interviews with top performers, focus groups across functions
and locations, validation meetings, and a final review with senior
management. Themes emerging from the background data, interviews with
executives, and behavioral interviews were used to construct an initial
competency model. Focus groups then provided additional input, which
helped create ownership in the process and further refine the model.
Interview and focus group participants met to validate the model and senior
management reviewed it for strategic alignment. The resulting core
competency model included 14 competencies grouped into 4 themes.
Sharp’s model included the following core competencies: demonstrates
creativity, learns continuously, establishes high standards, uses information
technology, communicates effectively, partners with others, understands
the organization, drives change, focuses on the customer, knows the global
business, thinks strategically, delegates authority, develops and coaches,

and leads others.
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2.9 Sources of Competency-based Human Resource
Management System

The widely used sources of data for developing competency model
are theory, senior management interviews, focus groups with subject matter

experts, behavioral event interview and generic competency dictionaries.

Models emerging from theoretical sources tend to be generic. Those
generated by focus group and senior management are non-scientific since
they are opinion based unless they are validated against performance data.
Competency models that emerge from systematic observation of people
and jobs use rigorous research methods to casually link competency with

performance (Palaniappan, 2003).
2.9.1 Dimensions of a competency system

Any competency model should have two dimensions: the type of
competency and the level at which the competency exists. Types related to
core and technical competencies. Level refers to whether they are obvious
as in skills and knowledge or underlying characteristics like motives, traits,

self-concept, and values (Palaniappan, 2003).
2.10 Competency Model Framework

Conducting a competency study and developing a competency model
for an organization is a multi-step process. Major approaches to
competency modeling and the unique steps to those approaches were
discussed previously. What steps are taken, and in what order, relies to a
large degree on the methodology selected and the specific data collection

methods used. However, there were steps in developing a competency
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model that appeared across authors and methods; these steps were

synthesized and are presented in Table 3.

Table(3): Steps Used in Competency Modeling by Researchers

Steps Used in Competency Modeling by Researchers

Source Steps

Bernthal et al., 2004 | (1) needs assessment and data collection (literature
review, expert interviews, focus groups), (2) new
model velopment (data integration and model draft,
expert group review and model revision, final
expert review and model revision), (3) model
validation, (4) final refinement and confirmation

Byham & Moyer, | (1) background review, (2) data collection, (3) data

2005 integration, (4) validation, (5) finalization
Draganidis & Summarized key steps based in competency
Mentzas, 2006 modeling based on a literature review: (1) creating

of a competency systems team (CST), (2)
identification of performance metrics and
validation sample, (3) development of a tentative
competencies list, (4) definition of competencies
and behavioral indicators, (5) development of an
initial model, (6) cross-check of initial model, (7)
model refinement, (8) validation of the model, (9)
finalize the model

Hay Group, (1) establish performance criteria and sample, (2)
2003 collect data, (3) analyze data and

define competencies, (4) validate the model and
revise, (5) Final model for HR system

Lucia & (1) determine data collection methodology, ( 2)
Lepsinger, conduct interviews and focus groups, (3) perform
1999 job observations, (4) analyze data and develop

interim model Next, or steps used if adapting an
existing model — (1) test the model for accuracy
and relevance, (2) analyze data and refine, (3)
validate the model, (4) finalize

Naquin & (1) select previously identified model as a
Holton, 2006 foundation, (2) tailor language to organization, (3)
pilot test and validate, (4) revise and finalize model
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Schoonover, (1) clarify organizational context and challenges,

2002 (2) design study, (3) develop initial model (using
existing data, other models, benchmarking), (4) test
models (validation survey and/or focus groups), (5)
final model

Spencer & (1) define performance criteria and criterion

Spencer, 1993

sample, (2) collect data, (3) analyze data and
develop a model, (4) validate a model, (5) finalize
and apply

Based on the steps used by researchers in Table 3 as well as the

literature review of this research, common steps in competency modeling

include:

1. Identifying performance metrics and validation sample - if

methodology calls for this in selecting participants and conducting

validation step;

2. Needs assessment, background data, and benchmarking;

3. Data collection and development of initial model;

4. Cross-check and model refinement (may occur in several steps);

5. Validation — face, content, and/or predictive (may occur as part of

several steps); and

6. Finalization.

Decisions about each of these steps are influenced by many factors

such as trends, recommendations, and guidelines described above. For

example, several authors have suggested that alignment with organizational
strategy (Cook & Bernthal, 1998; Dewey, 1997; Dubois, 1993; Green,
1999; Moulton et al., 2006; Rahbar-Daniels et al., 2001; Schoonover, 2002;
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Tabet, 2003) and use of participatory approaches (Athey & Orth, 1999;
Dewey, 1997; Dubois, 1993; Green, 1999; Liles & Mustian, 2004; Public
Service Commission of Canada, 1998) are important for successful
competency modeling. Authors who utilize some type of a team or expert
group in one or more steps of their competency modeling are providing one
opportunity for participation. Sometimes participation and alignment fit
together. Dubois (1993) described one step of identifying a representative
group that included key stakeholders, those most affected, those
responsible for implementing, and customers. This group then looks at
existing data (needs analysis, assessments, background, strategic goals) to
generate information on organizational context, competence needs, current
and future outputs, major tasks, and so forth (Dubois, 1993).Others have
described using a steering committee or project team (Dubois & Rothwell,
2000; Liles & Mustian, 2004; Naquin & Holton, 2006) through many of the

competency modeling steps.
2.11 Conclusion and Theoretical Framework

From the wide range of related literature, the definition of
competency can be summarized as an underlying characteristic of an
individual that is causally related to criterion-referenced effective and/or
superior performance in a job or situation. Job competency is a set of
behavior patterns that a job incumbent needs to bring to a position in order

to perform its tasks and functions with competence.

There are several methods for collecting and analyzing data, for
deciding what to include in the model, and for formatting the model and its

behavioral descriptors. Goals of key stakeholders, the needs of key users,
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the budget and time available to develop the model, and the preferred styles
of the model building team are all that must be taken into consideration in
the process of choosing the competency model. Competencies should be
coherent and different from other competencies. The behavioral descriptors
should be clearly and crisply worded. The model should include too many
competencies and behavioral descriptors make a model ponderous to read
and use. A good model is often supplemented with components that will
add value for an intended HR application (Mansfield, 2005). Competency
models are created to explain how competencies lead to performance, when
planning the development of a competency model, there are practical
consideration that affect the design of the model, the format and content of
the competency model, and the success of the models implementation. The
following questions must be taken into consideration for the planning of the

competency model:
1. What HR application should be included in the model?

2. Who are the key people involved in the process of developing and

validating the model

Firms create a competency model to explain how competencies lead
to performance, it explains personal and job related characteristics, the
organizational context, and the inter-relationship of these elements that

result in performance as per pre-determined standards.

There are at least three questions we should ask before embarking

upon developing competency models (Mansfiled, 2005).

1. Why a competency system is needed?
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3.
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What are the strategies for system building?
What are the available resources?

A brief answers for the above mentioned question can be

summarized as follows:

The system will support the integration of human resources planning
with business planning and this will be achieved by allowing the
organizations to assess the current human resource capacity based on
their competencies against the capacity needed to achieve business

goals of the organization.

Human resource strategies, plans policies and procedures to address
gaps (e.g., hiring / staffing; learning; career development; succession
management; etc.) are designed, developed and implemented to close
the gaps. Properly designed, competencies translate the strategic
vision and goals for the organization into behaviors or actions

employees must display for the organization to be successful

Competency system standardizes and integrates all HR activities
based on competencies that support organizational goals. Thus there

will be efficient use of available resources.

Seven essential steps are needed to transform the HR functions and

develop the Competency system. All these steps are critical and appear in

some form in those successful organizations that have used a competency

(Stephen C, 1998).
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1. Agree on the need to transform.

2. Develop a statement and agreement of the new role.

3. Identify roles, competencies, and accountability

4. Communicate roles and competencies throughout organization.
5. Establish process to gain competencies

6. Measure results of the HR staff impact on mission

7. Correct, adjust and improve the transformation process based on

experience and results obtained

To ensure the consistent and effective use of competency-based
practices, it i1s recommended that a standing team, which can be called the
Competency Resource Team, be created and supported. The transition team
will have the task of getting the Competency Resource Team up and
running. The Competency Resource Team should consist of competency
content experts and/or members of Human Resources. Communication,
education and easily available information and tools are the main success
factor of a competency based system. On-line information and interactive
applications are a core part of the implementation of such a system. In the
following figure (Figure 2) the researcher suggests the framework for
building a competency based human resource management in three major

functional areas at JAWWAL and the expected benefits of the organization.
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Competency based Human resource management system Framework
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Figure (2): Competency based human resource management system framework




41

Chapter Three

Human Resource Management at Palestine Cellular
Communication LTD-JAWWAL



42

Chapter Three

Human Resource Management at Palestine Cellular
Communication LTD-JAWWAL

3.1 Introduction

This thesis 1s a holistic single-case revelatory study. Chapter 3
represents the history of the Human Resource Directorate at JAWWAL,; it
highlights the challenges and services, and describes its current situation.
The chapter describes the functions performed by the HR Directorate and
the management system used to conduct daily business and provide service
to other directorates. This chapter is important because it embodies the
context in which the proposed methodology for measuring the performance
of the competency based human resource management system 1is

implemented.
3.2 A brief background

The Human Resource directorate is one of the main directorates of
JAWWAL’s organizational structure. At JAWWAL, HR is organized
according to a functional method into departments such as recruitment and
employee relations, training and development, performance appraisal,
organizational development, compensation and benefits, and payroll. Each
1s considered a function because it bears specific responsibilities for the
organization's total HR system. A review of the three major functions that
have potential for starting the implementation of a competency based
system is given below, where the weaknesses of the function and needs for

the new systems are highlighted.
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3.2.1 Recruitment and Selection

The HR directorate meets JAWWAL’s needs for manpower through
the recruitment and selection department. As part of its ongoing quest to
keep pace with technological developments, JAWWAL has developed its
own online recruitment site (e-career) in 2003, five years after its
establishment. With online recruitment, JAWWAL reaches a wider pool of
potential employees. For example, many Palestinians abroad considering a
return to Palestine can apply to the company. This way the company
receives many qualified applications and does not depend only on the
availability of qualified people in the local market. Online recruiting is less
costly and no paper work is needed. As a result, JAWWAL has better and
faster screening of job application information and can decide on the

number of interviewees.

We can summarize the traditional process of the recruitment and

selection process in four main steps:
Step 1: Clarify the position to be filled through recruitment

The traditional starting point for recruitment is a job description and
a job specification. The job description describes the work activities or
responsibilities of the successful job incumbent. The job specification
specifies the qualifications an individual should possess in order to carry
out the work. Qualifications are usually expressed as the minimum
education, experience, and other requirements necessary to do the job. As
mentioned above and according to the on-line recruitment site,
JAWWAL’s recruiting is a continuous process regardless of the number of

vacant positions. For example, the HR directorate recruits engineers all the
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time so that an appropriate applicant pool is available whenever an opening
occurs. HR plans and forecasts the number and types of people who will

be needed each year for different positions.

Step 2: Review and update job descriptions and specifications for the

position

Job descriptions clarify the tasks successful applicants will perform
on the job. Job specifications enumerate the required qualifications.
Without current job descriptions and specifications, HR practitioners
cannot screen applicants by comparing individual qualifications to work

requirements.
Step 3: Identify possible sources of qualified applicants

Applicants may come from inside or outside JAWWAL. There are a
number of advantages associated with recruiting from within. Internal
recruitment maximizes the return on the organization's investment in its
employees. By seeking internal applicants, management gains increased
awareness of individuals who are interested in furthering their careers and
reduces time spent on orientation and training for employees with whom it
is already familiar. Applicants may be found internally through managers’

nominations.

Step 4: Select the most effective means of communicating with and

attracting qualified applicants

This step usually involves employer’s branding of JAWWAL to
prospective applicants. After all, people often self-select themselves, which

means they choose to apply based on the perception that an organization's
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image matches their own self-image. HR practitioners are familiar with
methods of communicating with possible applicants. These include
participating with universities in open career days and campus recruiting,

presentations to groups of targeted job applicants, and internships.
The selection process can be summarized through the following steps:
Step 1: Clarify the selection process

At JAWWAL, the HR recruitment supervisor formulates a selection
committee that includes, at most, three employees for each vacant position;
one member from the HR directorate and two from the directorate that is
looking for a candidate. The selection decision will be made by the
committee, which is aware that the applicant should meet subjective and

objective criteria.
Step 2: Clarify the selection Tools

The HR recruitment supervisor uses several tools to pinpoint the
most appropriate applicant from within a group. These tools include the
applicant’s resume, reference check, personality test, IQ test, medical test

and planned (structured) or unplanned (unstructured) job interviews.

Step 3: Shorten the list of potential candidates by comparing the

applicants to the selection criteria

A list of the most appropriate candidates is prepared according to the

selection criteria mentioned in step 2.
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Step 4: Establish a list of finalists for the target jobs

After individuals have been screened by one or more selection
methods, only a few well-qualified people should remain. One candidate
usually emerges as the preferred choice. The names of other candidates
may be retained to contact in the event that negotiations and the job offer

with the preferred candidate were unsuccessful.
Step 5: Make the selection decision

The recruitment committee, in consensus, makes the selection
decision according to the selection criteria for which individuals are best

equipped to do the job.

Step 6: Negotiate a competitive compensation and benefits package

with the successful candidate and sign the contract

The goal at this stage is to match the candidate's expectations with
the employer's ability to pay. This step i1s likely to be completed
successfully when applicants have already been informed of the pay range
and associated benefits. Upon acceptance of a job offer, the candidate

signs the employment contract.

Another important unit that relates to the personnel department is
employee relations, through which the company tries to open
communication channels with all employees and participates with them, on

all occasions, as one family at JAWWAL.

From the above mentioned steps, it is clear that JAWWAL does its best to

have an effective recruitment and selection process through using on-line
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recruitment. This reduces the cost of the recruitment process as well as
assisting JAWWAL in selecting the most qualified candidate. However,
the recruitment and selection process is still subjective, inconsistent and
lacks awareness of the importance of key procedural and procedural
fairness. Selection is narrowly focused on interviews, application forms and
reference checks are not managed comprehensively, by either the personnel
department or the managers. Current challenges include insufficient
guidance and training for recruitment committees, difficulties regarding the
efficiency and speed of the recruitment process, and insufficient guidance
on the composition and operation of interview panels. There is also a lack
of information given to candidates in advance of selection, too much
dependence placed on interviews as a selection tool and less predestine of

equal opportunities.

The decision to move to a more focused, objective approach to
recruitment and selection through adopting of the competence-based
approach to recruitment and selection requires positive changes to the
existing system. Competency-based recruitment and selection is result
oriented process. It is easier to concentrate on the results expected of a
successful performer. It focuses less attention on educational level or years
of experience that have little connection to verifiable results. Competency-
based recruitment have an important role in attracting individuals who
possess skills, capabilities, and behaviors that might be difficult, if not

impossible, to develop it by training or development efforts (Garrett, 2007).

A competency-based approach encourages directors and managers to
clarify the verifiable, measurable results they expect from successful

performers before a selection decision is made. The competency model will
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make selection methods more effective, it will reduces turnover, the
persons who are hired are more likely to do well in jobs or work roles that
are matched to their existing or potential competencies (Wood & Payne,
1998). The competency model will provides insight into whether or not a
new hire will be a good fit with the organization's culture (Guinn, 1998). In
addition, competency-based practices can be very effective in hiring for
virtual or part times positions (Vincola & Mobley, 1999). This type of
recruitment provides applicants with opportunities to outline, explain, and
demonstrate their qualifications in competency-based terms. The traditional
selection process with questions that have little or no bearing on people
abilities to produce work results will not be a confronted process. Also,
since competencies are readily transferable across work situations,
competency-based selection may help the organization to function
effectively even during times of rapid or unanticipated change, although
there are limitations. Managers and supervisors will be encouraged to
clarify the desired work results and to find employees who are exemplary
performance, regardless of age, gender, or other considerations that have

little or no bearing on their ability to perform (Gray,1999).
3.2.2 Training and Development

Training and development is another main function of the HR
directorate. The training and development department at the end of each
year identifies JAWWAL training needs according to many factors. The
training and development process can be summarized through the

following steps:
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Step 1: Identify directorate training needs

According to JAWWAL’s strategic objectives, the HR directorate
identifies JAWWAL’s training needs through the following;

1. New hired employees

2. New projects and systems

3. ISO 14001 Environmental management system
4. Promotions

5. Appraisal system results

Step 2: Prepare annual training plan and budget

Once each directorate identifies its training needs according to the
criteria mentioned in step 1, the training and development department starts
preparing the annual training plan, which will contain the training courses,

nominees, suggested training dates, and the total budget needed.
Step 3: Budget approval and modifying the plan

Once the budget 1s approved, the HR directorate reviews the training

plan and modifies it according to the budget.
Step 4: Implementing the annual training plan

By the beginning of the year, the HR directorate starts the
implementation of the training plan with the involvement of the employees

in training courses.
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Step 5: Evaluating the training program in general

The training and development department uses a traditional
evaluation form that doesn’t have the ability to measure the effects of the
training on employees’ performance. This is because most of the training is
focused on employees who are working and the evaluation form is a

subjective one.

From the above mentioned steps for the training and development
process, the HR directorate does not have a training plan linked to
JAWWAL’s strategic objectives. The offered training lacks the ability to
provide the employees with the required skills that are important to
improve their performance, as well as align HR management practices
with the mission, vision, values, business strategies and objectives of the
company. JAWWAL’s intention is to build on individual knowledge,
skills, and attitudes to meet present or future work requirements. However,
training should have an immediate and highly specific impact on work
performance. Moreover, it should be grounded in the organization's
requirements and unique corporate culture. It is different in this respect
from education and employee development, which prepare the individual

for life and future work.

A competency-based approach to training has many advantages and
challenges. It adds a powerful dimension to traditional job analysis results.
It Depicts employee competencies clearly in organization-specific terms.
Focusing the training on the corporate culture is one of the main tasks that
competency based training does in a better way than what job description

approach does. Competency models thus provide a more totalitarian
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approach than job descriptions do. Competency models recognize that there
are dimensions to performance that exceed knowledge, skills, or attitudes.
Competency-based training requires trainers to make a big shift from only
achieving single behavioral objectives to competency acquisition and its
application for competent performance. It may not be time or resource
efficient to make investments in competency-based training when a small
number of employees are expected to participate in such training or when

the shelf life of the training is expected to be short. (Dubois, 1993).
3.2.3 Performance Management

In reviewing the current performance management system in place at
JAWWAL, it becomes apparent that it should be more correctly called an
appraisal system since the only thing it does is evaluate employees
according to specific tasks they are asked to achieve during the year and
according to each directorate annual plan. JAWWAL’s appraisal system

can be summarized in the following steps:
Step 1: Identifying the Key Performance Indicators (KPI)

The HR directorate, in coordination with all JAWWAL directorates,
starts to gather the KPI’s for each job title according to the annual plan of

each directorate.
Step 2: Enter the KPI’s into the HR management system

Once the KPI’s are approved, they must be entered into the HR

management system.

Step 3: Announcing the evaluation period and making the system live
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Once the KPI’s are identified through the system, the HR
Directorate, through an official announcement, announces the starting of
the evaluation process with a limited period given to all JAWWAL

directorates to evaluate their employees during this period.
Step 4: Following up the evaluation process

The HR directorate follows up on the evaluation process to make
sure that everything is going as planned, there are no problems, and all the
employees have been evaluated with both self evaluations and managers’

evaluations.

As mentioned above, the current appraisal system lacks the ability to
measure the real performance of employees. It only measures the technical
skills that employees should have in order to accomplish their tasks. These
skills are determined according to the annual plan of each directorate.
There i1s no management system in place capable of measuring the
behavioral skills that JAWWAL employees must demonstrate which would
lead to a competitive advantage, and can distinguish JAWWAL employees

from others.

Adopting a competency-based approach to performance management
can be dramaturgic. A frank communication between employees and their
managers will be achieved through this process. It is not uncommon for
employees to express their concerns in performing work that is not aligned
with their competency strengths or interests. And it is not only the less
productive employees but often high performers as well who will express

these concerns. It also gives employees the opportunity to convey their
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interests and satisfaction in performing work that is aligned with their

competencies.

In a competency-based approach, employees' work results are
aligned with achievement of JAWWAL’s strategic objectives, and the
contributions of the results are identified in specific, and usually
measurable, terms. Thus, work that is identified as nonstrategic can be
eliminated which allows available resources to be used in other more
productive ways. This approach affords the opportunity to identify and
develop needed competencies. In turn, competency assessment results
provide a strong tool for identifying training needs that can be used to plan
and deliver employees' training in a targeted manner. The benefits of a
competency-based system are more valuable than financial rewards for

some employees.

A competency-based performance management approach identifies
clear roles, relationships, and responsibilities of employees and managers.
This straightforward and mutually understood system builds trust as it

ensures accountability and improves performance (Pickard, 1996).
3.3 Transitioning to Competency-Based HR Management

Adopting competency-based HR management has the potential to
meet JAWWAL’s business needs. The practice of identifying, defining,
and applying competencies helps employees to understand the areas in
which their efforts will improve their performance, and this in turn helps
JAWWAL. The competency based approach supports the integration of
various workforce performance management activities — selection,

training and development and performance management because all are
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derived from a common competency model. It serves two complementary
objectives: it is directed to the accomplishment of JAWWAL’s goals and to
the individual’s development. Implementing this strategically driven
initiative helps JAWWAL reach its goals by getting the right people in the
right jobs that possess the right competencies and creates a more committed
workforce by providing developmental opportunities aligned with these

goals.

JAWWAL will introduce competency based HR management
through their recruitment and selection applications. This will be a response
to growing awareness of the critical need to match people to work rather
than work to people. Talent will be increasingly recognized as a major
competitive resource, and competency based HR management is a more
effective approach to identifying the people who are essential to sustained
competitive advantage. Performance management is the second HR
management processes that will most likely become competency based. In
the case of performance management, JAWWAL will be responding to its
need to achieve organizational success by utilizing the full potential of
existing employees. In other words, managers who are expected to do more
with less will turn into exemplary performers for the huge advantages this

offers compared to their fully successful peers.

Because employees recognize the benefits of a wide spectrum of
competencies, which makes them highly marketable both within their
organizations and externally, they will expect growth and development
opportunities at unprecedented levels. This will require many leaders to
understand the importance of a competency-based employee training and

development function as a key HR management strategy. Competency-
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based employee training and development defines competency acquisition
needs as those that align with life-careers as well as with development.
When both of these dimensions are successfully addressed, organizations
will be better able to attract and retain exemplary performers. The HR
Directorate believes that competency-based HR management practices that
enhance encourage, and support exemplary performance will dominate the

HR management scene in the future (Joinson, 2000).
3.4 Conclusion

From the above discussed traditional process that JAWWAL is
implementing, one can say that job descriptions, the basis of traditional
work-based HR management, are no longer effective means of making
good employment decisions. There are several reasons for this. First, job
descriptions tend to focus on activities or responsibilities instead of on
measurable outcomes or results. Second, they do not take into account the
abstract qualifications that affect customer satisfaction and are integrally
related to exemplary performance. And third, in the volatile business world
of today, job descriptions simply cannot be written quickly enough to keep

up with work changes.

Competency models are based on measurable work results and are
specific to the organization's culture and success factors they are more
adaptable and more consistent than job descriptions. Competency models
are more effective at describing characteristics associated with exemplary
individual performance. Competency based human resource management
system will enhance the capability of HR practitioners to link

organizational core competencies to the competencies of individual
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exemplary performers. Taking into consideration that the characteristics of
high performers holds out the promise of making obvious improvement in
productivity if HR systems are retooled such that the competencies of high

performers become the foundation for all HR practices.

Compensation and benefits are one of the most important functions
in the HR directorate because it has been an extremely important issue for
both employer and employees, as money is directly or indirectly related to
the fulfillment of most human needs. Thus, JAWWAL, in the future and
once the competency system has been implemented in an effective way in
the three mentioned functions of HR, will be required to design a better
compensation system to align employees’ performance with its objectives.
A competency based compensation and benefits system is one which can
satisfy the current scenario of performance-linked pay in which employees
are paid on the basis of actual performance. The competency based
compensation and benefits system will be designed on the basis of
employees’ capabilities and experience and by taking into account the

market demand for unique skills and experience.
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Chapter Four

Research Methodology
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Chapter Four
Research Methodology
4.1 Introduction

The aim of this chapter is to justify the choice of research
instruments, type of sampling and how the semi-structured interviews,
focus groups and questionnaire were designed to ensure that the research
instruments consist of questions that aim to build the competency based
human resource management system. Furthermore, selection of the sample
1s discussed and how the sample was accessed. The validity and the
reliability of data will be discussed. Finally, a discussion of the limitations

of the research will be presented.
4.2 Triangulation Method

“Triangulation 1s a method that is usually used to indicate that more
than two methods are used in a study with a view to double (or triple)
checking results”, Keay (2000). Triangulation method is used to be more
confident with a result when different methods lead to the same results. It is
a technique that facilitates validation of data through cross verification of
more than two sources. The researcher in this study combines qualitative
and quantitative methods in addition to her actual experience as an observer
of the situation and active participant working in the human resource

department at JAWWAL to initiate the competency model.

The researcher used semi-structured interviews, focus groups and a
questionnaire to gather data that is essential for adopting a competency

based human resource management system. The questionnaire is used to
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make validation for the data gathered regarding the benefits that JAWWAL

has gained through adopting such a system in the training function.
4.3 Research Categories

There are two principal research categories: quantitative and
qualitative Easterby-Smith et al. (2002). Some researchers associated
quantitative research with a positivist stance, and qualitative research with
an interpretive stance Crossan (2003) Denzin & Lincoln (2003).
However, qualitative and quantitative research is not synonymous for
interpretive and positivist stances respectively. Myers (1997) believes that
qualitative and quantitative research can be interpretive, positivist, or
critical. It is possible for case study research to fall under any of these three
categories. The choice of either qualitative or quantitative research depends
on the researcher’s assumptions. The following sections highlight some
issues regarding quantitative and qualitative research and their respective

associated research methods.
4.3.1 Quantitative Research

Quantitative research, according to Cornford and Smithson (1996), is
research that “relies on developing metrics (numbers) that can be used to
describe the phenomena (objects and relationships) under study” (p.40).
Quantitative research is a deductive process (i.e. logic based on rules,
models, and laws) Trochim (2002), which consists of measuring and
analyzing the relationships between variables. Quantitative research tells
us how often or how many people act in a certain way, but it doesn’t
answer the question “why” Denzin & Lincoln (2002). Different kinds of

methods can be used for quantitative research such as field and laboratory
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experiments to investigate a research problem Straub et al. (2004). Analysis
of data collected in quantitative research is typically performed using
statistical techniques to produce results which can then be used to prove or
disprove the hypothesis underpinning the research Easterby-Smith et
al.(2002).

4.3.2 Qualitative Research

Researchers in the field of social sciences realized the limitations of
quantitative research for understanding situations which involve the
complex interaction of human behaviors, interpersonal relationships,
cultural transitions, economics and politics. Consequently, qualitative
research has become increasingly favored, especially in the social sciences
Denzin &Lincoln (2002).Qualitative research is “any kind of research that
produces findings not arrived at by means of statistical procedures or other
means of quantification” Strauss & Corbin (1990, p.17). The purpose of
qualitative research is “to understand human experience to reveal both the
process by which people construct meaning about their worlds and to report
what those meanings are” Hull (1997, p.2). Table 4.1 provides a summary

of the key typical differences between qualitative and quantitative research

Table (4): Comparison between qualitative and quantitative research.
(Miles & Huberman (1994) page 40)

Qualitative Quantitative

What is X How many X

Inductive Process Deductive Process

Sample is selective (non-random) Sampling is random

Researcher looks for patterns and Hypotheses and concepts are
concepts chosen before the research begins
Theories are developed or compares | An instrument is used to measure
patterns with other theories the variables in the study
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Merriam (1998) agrees that “qualitative researchers are interested in
understanding the meaning people have constructed; that is, how they make
sense of their world and the experiences they have in the world” (p.6). With
this research it is necessary to understand JAWWAL’s directors’,
managers’, and supervisors’ experiences of the phenomenon of the
competency based human resource management system at JAWWAL in
order to gain specific insight into that phenomenon and to determine the
factors that affect the competency based human resource management
system at JAWWAL over time. The research covers competencies of
JAWWAL employees and the aim is to identify sensitive information, such

as:

. JAWWAL core competencies

. JAWWAL technical competencies

. Generating a competency based human resource management system

Such questions will be discussed and answered with all directors,

managers and supervisors.

The research method best suited for this purpose is qualitative
research with an interpretive underlying position. The analysis of
qualitative research is frequently inductive and interpretive, and findings
are richly descriptive, often being used to create or expand on theory
(Charmaz, 1999; Merriam, 1998). Data analysis consists of analyzing tests,
and stating the meaning of the findings Strauss &Corbin (1990), Creswell
(2005), a result that this research intends to achieve with regard to

analyzing the interviews and developing concepts and categories.
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4.4 Type of sampling (random or purposive)

The population is identified as eight directors, thirty-three managers
and one hundred supervisors from Palestine Cellular Communication LTD
—JAWWAL, which has 850 employees. The type of sampling is purposive,
which according to Zikmund (2000) is a sampling technique in which
selection of the sample is based upon some appropriate characteristic of the
sample members, since the target group is specific (directors, managers and
supervisors), as it is only these people who can provide the desired
information. According to Sekaran (2003), there are two major types of
purposive sampling, namely judgment sampling and quota sampling. In this
case, judgment sampling 1s found most suitable, since, as Sekaran (2003)
states, the judgment sampling design is used when a limited number or
category of people have the information that is sought. For the present
study, directors, managers and supervisors of the organization were chosen
as subjects as they are in the best position to act as informant’s on the

competencies they desire in JAWWAL’s employees.
4.5 Data Collection Methods

According to Palaniappan (2003), the most commonly used data

collection methods are:

1. Resource panels or Focus groups: Focus groups may include job
incumbents and others such as human resources and training staff
who have worked closely with job incumbents. Focus groups are
structured process that get participants to think systematically about
the job and the personal skills and other characteristics needed for

effectiveness, where a facilitator poses to the participants a series of
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questions about the responsibilities and tasks, performance measures,
typical situations encountered, and personal characteristics required
for effectiveness. It generates inputs regarding the job, and also can

be used to validate draft competency models.

2. Behavioral event interviews: behavioral event interviews provide
the main source of data in building competency models. They
involve in-depth probing of a small number of broad events or
experiences. They can provide highly detailed examples of how
specific competencies are actually demonstrated by job incumbents.
Because of their value, the interviews are usually included in the
model building projects focused on a single critical job. But when an
organization wants to develop multiple competency models for a
number of jobs, the time and cost of including the interviews are

often prohibitive.

3. Competency dictionaries: they are competency databases. They list
competencies that are core or functional. A competency dictionary
provides a common conceptual framework and a starting point for
building a competency model. It can also be presented before focus
groups to allow participants to give their inputs on the framework.
They are very useful in developing multiple competency models

within the same organization.

The researcher has adopted two methods for gathering the data that is
essential for initiating the competency based human resource management
system. Semi-structured interviews and focus groups are the main methods

used in this research.
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Interviews are discussions, usually one-on-one between an
interviewer and an individual, meant to gather information on a specific set
of topics. Interviews can be conducted in person or over the phone.
Interviews differ from surveys by the level of structure placed on the

interaction.

This study used semi-structured interviews as the data collection
mode. Semi-structured interviews are extensively used in strategy studies.
The main advantage of this method is that the researcher can easily adapt
the questions as necessary, clarify doubt, and ensure that the responses are
properly understood by repeating or rephrasing the questions Sekaran,

(2003).

In total, 87 semi-structured interviews were conducted with
JAWWAL top and middle management to gain their viewpoints regarding
the competency based human resource management system at JAWWAL.
(See appendix #1) for interview questions). The researcher tape recorded
each semi-structured interview session, which allowed interaction and
careful concentration on what was being said, rather than focusing on
trying to write down every detail mentioned. With respect to the semi-
structured interviews, the researcher phoned or emailed each participant to
confirm the meeting date, time and location. Prior to each scheduled
interview, the researcher made a follow-up phone call or sent an e-mail to
remind participants of the meeting’s date, time and location. Interviews

were conducted by the researcher at JAWWAL head quarters.
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As Glesne (1999) explains, “rapport is tantamount to trust and trust
is the foundation for facilitating full and detailed answers to your
questions” (p.83). The researcher tried to make each interview similar to a
conversation, as recommended by Strauss and Corbin (1990), because it is
important for participants to feel comfortable sharing information and
talking about their understandings. Creating an atmosphere of informality
was a critical component of the interview process. In a more formal
interview situation, participants might have felt inhibited from talking
freely about their experiences. The researcher built a rapport with each
participant through natural conversation and exchange of information. The
questions centered on identification of factors, benefits, challenges and
barriers in such a way as to try to get as many different factors from
different point of views as possible. Also the research conduct large
number of semi structured interviews to get much data, information and

new ideas about the new suggested system.
4.6 Transcription and Translation

Semi-structured interviews were conducted in Arabic and were
recorded on an MP3 recorder where possible before being transcribed. The
researcher read the transcripts several times to ensure accuracy of
correlation between tape and written transcript. However, some participants
did not want the interview to be tape-recorded. In such cases, the researcher
tried to transcribe as much as possible the most significant information
expressed by the interviewees and then each participant was given the
opportunity to review and confirm the final draft of their answers. The

Arabic transcripts were then translated into English.
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4.7 Focus Group

Focus groups are considered to be similar to individual interviews,
although group interaction is the main difference between the two methods,
and they can be used separately as a stand-alone qualitative method or in
combination with other methods such as participant observation and

individual interviews.

“The hallmark of focus groups is their explicit use of group
interaction to produce data and insights that would be less accessible

without the interaction found in a group” Morgan (1997).

Focus groups are good methods for gathering ideas about new
initiatives. Also they are considered to be more efficient than conducting
several individual interviews. Focus groups are useful when “gaining
access to a sense of participant commonality is the central concern” Parker

& Tritter, (2006).

A total of eighty employees participated in eight focus group
sessions, where they were asked to identify JAWWAL’s core and technical
competencies and generated ideas for key actions. (See appendix # 2 for

focus groups issues).

All the focus groups had the same purpose: they intended to define
JAWWAL’s core and technical competencies, and help in identifying the
framework for the competency based human resource management system
at JAWWAL. The researcher served as the moderator of the groups with
the assistance of HR staff. The researcher started each focus group with a

short and brief presentation about the research objectives and questions as
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well as the importance of the study. All the focus groups took place at
JAWWAL’s headquarters . After the presentation, the researcher started the
discussion by asking participants specific questions and opened the
discussion with the group to gather as much information as possible. Open

discussions gave the researcher a chance to get new ideas

The questions used during the focus groups and their sequencing was
pre-determined. Also, piloting the questions was done in advance to check
that they were understood. If changes were made to the sequence of
questions during the course of a focus group, this was noted, as it can have
an effect upon the data generated. After each focus group, the researcher
summarized and highlighted the main points that had been discussed and

came up with the general points that the group agreed upon.
4.8 Type of Questions

The researcher used the semi-structured interviews and focus groups

for collecting data from particular individuals by meeting with them once.

During a semi-structured interview, the researcher asked an interviewee
questions based on a prepared written list of questions and topics. At the
same time, the researcher encouraged the interviewee to freely express
ideas and provide information that the interviewee thinks is important.
With this flexibility, the researcher obtained unexpected significant

information as well as answers for prepared interview questions.
4.9 Competency based training courses appraisal form

A questionnaire as seen in appendix #3 was designed to evaluate and

measure the performance of a sample of one hundred employees who
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participated in a competency based training course. The one hundred
employees participated in courses related to oral and written
communication competency. The questionnaire was developed in
coordination with the employees’ direct supervisors. The questionnaire was
intended to measure and evaluate the performance of the respondent
sample after one month of delivering the competency based training
courses and to verify if the competency based training courses had built the

communication competency of employees according to their levels.
4.10 Validity

Trustworthiness and validity are the two terms that researchers use to
describe how qualitative methodologies establish confidence in their
research Jones et al. (2006), Lincoln & Guba, (1985). To evaluate the
trustworthiness and validity of this study, the researcher used the following

verification procedures to address validity:

1. Triangulation in qualitative research has been described as using
multiple data sources, data gathering methods, and theoretical
schemes to ensure that interpretations are credible, Glesne (2006)
Lather (1986). This research relied on multiple data sources and
multiple gathering methods. For example, to identify JAWWAL’s
core competencies, data from directors, managers and supervisors
was used. Data was gathered from literature reviews, semi-structured

interviews, focus groups and the training appraisal form.

2. An internal survey was used to measure the effectiveness of the
competency based training and development and the questionnaire

was reviewed and validated by JAWWAL’s managers and
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supervisors as well as by Dr. Grace Khoury -the researcher’s

supervisor.

3. Documentation was provided on relevance of this study to
participants, the organization, and professional practice. While it
may be beyond the scope of this study, an attempt was made to
document and share any benefits noticed during the course of the
research with participants and the organization. Also, findings from
this research were made available for immediate use by JAWWAL.
The ultimate effectiveness or validity of this research is in how the

competency model is used.
Self as Researcher: Clarification of Researcher’s Bias

As the researcher has been part of the process, bringing her own
opinions and points of view, it i1s important to note that she serves as an
instrument, involving herself with managers, directors and supervisors and
groups as a data gathering tool. As mentioned above, she is also a member
of the organization being studied, specifically a member of the Human
Resources team in JAWWAL. As a researcher with opinions about
competencies of successful professionals, she needs to be aware of the
likelihood that she might hear what she wanted to hear and find ways of

focusing on those ideas that she agrees with in the research process.

In this study, her opinions, knowledge, and experience with
JAWWAL were used, but still represent a potential source of bias.
Therefore, it was important for her to monitor her bias through the

discussions and interviews with JAWWAL’s managers and supervisors, as
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well as through the contact with other operators who are adopting the

competency system in their organizations.
4.11 Reliability

Reliability is a vital component of a trustworthiness it refers to the
consistency of a measure. Measures are considered reliable if we get the
same result repeatedly Sekaran (2003). In other word we can say that
measures are reliable only when using tests to measure a trait and each time
the test is administered to a subject, the results should be approximately the

same.

The researcher in this study was concerned with the internal
consistency of measures which is an indicative of the homogeneity of the
items in the measure that tap the construct. One popular form of examining

the internal consistency is the inter-item consistency reliability.
4.11.1 Inter-item consistency reliability

This is a test of the consistency of respondents’ answers to all items
in a measure. To the degree that items are independent measures of the
same concept, they will be correlated with one another. The most popular
test of inter-item consistency reliability is the Cronbach’s Alpha
coefficient. The closer the Cronbach’s alpha gets to 1.0, the best and the
higher the internal consistency of a dimension. In general, values higher
than 0.8 are considered satisfactory, between 0.7 and 0.8 are considered

accepted, while less than 0.7 are considered poor.

Therefore, using the SPSS software Cronbach’s alpha coefficient

was calculated for each item in the competency based appraisal form and
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the results proved the internal consistency of each enabler’s elements in the
questionnaire, since the Cronbach’s alpha coefficient for all the items were
0.98 which is greater than 0.8. The exact coefficients for each enabler are

presented in appendix #4.
4.12 Data Analysis

The data was collected, entered, analyzed, and reviewed. The semi-
structured interviews and focus groups’ data was collected, analyzed and
summarized by the researcher. After each focus group, the researcher
summarized and highlighted the main points gathered during the
discussions and compared it with data and information gathered through
the semi-structured interviews, then Excel was used for analyzing the data.
After the training course evaluation questionnaire collection phase was
completed, all the data was analyzed using SPSS for creating statistical
tables. Then, Microsoft Excel was used to generate related graphs and

tables. The results are given in chapter five.
4.13 Limitations of the study

The study faced limitations throughout some phases of data
collection. Some of the directors, managers and supervisors were unwilling
to participate in the semi-structured interviews and the focus groups since
they were not satisfied with HR services and performance. Also, they
didn’t expect any achievements to be reached in recruitment and selection,
training and performance management upon the adoption of the
competency based human resource management system. Some of the direct
supervisors of the employees who participated in the competency based

training course were unwilling to participate in developing the evaluation
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form regarding the oral and written training course because they thought
that this evaluation form would be subjective and they can’t fairly observe
the performance of their employees regarding communication competency.
Despite all these limitations, the researcher was able to get a hold of
adequate data that is considered representative of the outcomes of the study
although some time is required to be able to measure and evaluate the
success of applying the competency model and its impact on selection and

recruitment, training and development and performance appraisal.
4.14 Conclusion

This chapter gives an overview of the research setting and
methodology and highlights the importance of adopting the triangulation

technique in this study. It also illustrates data gathering procedures.

The analysis stage is imperative and significant in order to draw a
meaningful conclusion. Chapter five highlights the semi-structured
interviews and focus groups findings; also, it compares these findings with

those revealed from the survey.



73

Chapter Five

Findings and discussion
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Chapter Five
Findings and discussion
5.1 Introduction

This chapter presents a comprehensive analysis and discussion of the
results obtained from the semi- structured interviews and focus groups ,
where the design of the analysis is such that it elaborates and summarizes
the answers of the study questions that were stated in chapter one. Each
research question will be answered by presenting and discussing the results
obtained from the data analysis appropriate for each particular question.
Also, results of the survey that was conducted to measure the performance
of the employees who have participated in a competency based training
course will be presented and discussed. Moreover, analysis of
JAWWAL’s records regarding employee turnover was conducted to
measure the influence of applying a competency based system on

recruitment and selection.
5.2 Results of Focus Groups and Semi-Structured Interviews
5.2.1 JAWWAL Core Competencies

Figure (3) illustrates JAWWAL Core Competencies that 95% of the
respondents agreed upon during the focus group. The eleven core
competencies that have been identified for JAWWAL are mentioned in
(Appendix #5). Five percent of the respondents had less agreement on four
of the core competencies, because they thought that these competencies
(for example, leadership) must be identified only for JAWWAL top

management and not for other levels. The core competencies were
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identified after reviewing and analyzing JAWWAL’s mission and vision

which are stated on Jawwal website as follows

“Jawwal seeks to realize its vision in maintaining leadership in a
market where all Palestinians enjoy the benefits of wireless
communications. Jawwal also seeks to be a trusted and smooth partner that
unites hearts and enriches lives in its local community, and one that

prospers in a global market without limitations or boundaries”.

Jawwal Mission ...

J We will listen to our customers and meet their changing needs.

J We will actively develop a national network that is reliable and
trusted.

o We will be a leading example of professionalism and integrity by

developing a world class team of professionals.
J We will be innovative in overcoming the barriers that exist in our

market to support our growth and deliver on our vision.

(www.jawwal.ps).

95% of the sample agreed that JAWWAL core competencies must be
the base of recruitment and selection, training and development and

performance management processes.
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JAWWAL Core Competencies
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Figure (3): JAWWAL Core Competencies

5.2.2 Weaknesses of current human recourse functions

85% of the respondents during the focus group sessions agreed that
the current recruitment and selection processes don’t measure the current
abilities that job seekers have. Also, the current processes can’t determine
if the new employees will merge quickly with JAWWAL’s culture. The
deployment and maintenance manager stated that “HR functions are not
linked with JAWWAL’s strategy””. Also, he mentioned that the current
functions are separated, and the performance management process doesn’t
provide any input for the training plan. 63% of supervisors in the sample
mentioned that the current training process doesn’t have the capabilities to
provide JAWWAL employees with the skills and knowledge they need to
perform their task in an effective way. For the current performance
management system, 56.05% of the respondents mentioned that the current
system doesn’t provide JAWWAL’s direct supervisors and department
managers with tools to evaluate the skills and abilities of their employees.
JAWWAL, currently and during the job analysis process, will identify the
technical competencies for each job, according to the job specific

accountabilities
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5.2.3 The need for a competency system at JAWWAL

Figure (4) illustrates that 73.05% of the respondents fully agreed on
JAWWAL’s need for a competency based human resource management

system.

The Need for a Competency System

| Yes for a competency system m Nofor a competency system

Directors Managers Supervisors

Figure (4): The need for a competency based human resource management system

During the semi-structured interviews, interviewees were asked to
explain the current situation of the HR directorate and the performance of
the three main functions of HR including: recruitment and selection,
training and development and performance management. They were asked
to specify the needs of a new HR that will add a competitive advantage for
JAWWAL’s employees, especially with the entrance of a new competitor
to the Palestinian market; as well as how to establish systematic linkage
and integration among HR management practices and align HR
management practices with the mission, vision, values, and the business
strategies or objectives of JAWWAL. 103 Out of 141 (73.05%) of the
sample in the semi-structured interviews revealed the best reasons for a
competency system: is to improve JAWWAL’s performance, increase the
ability to be competitive, support cultural change, enhance training and

development effectiveness, improve processes associated with recruitment



78

and selection, reduce turnover, clarify managerial roles and specialist roles,
increase emphasis on business objectives, aid in career and succession
planning, help leverage the strengths of employees and unleash their
potential in a way that is less likely to occur in a work-based system,
strengthen current skills and abilities, project deficiencies in skills, improve

workforce flexibility, and support the integration of overall HR strategies.

The HR director stated: “JAWWAL needs a system that will reinforce
JAWWAL’s strategy, culture, and vision. A system that will establish
expectations for performance excellence, resulting in a systematic
approach to professional development, improved job satisfaction, and
better employee retention. Moreover, (the system should) increase the
effectiveness of training and professional development programs by linking
them to success criteria (i.e., behavioral standards of excellence), provide
a common framework and language for discussing how to implement and
communicate key strategies, provide a common understanding of the scope
and requirements of a specific role ,and provide common, organization-
wide standards for career levels that enable employees to move across

business boundaries”.

Most of the supervisors mentioned that JAWWAL needs a system
that will support the integration of various workforce HR activities —
selection, training, and performance management because all are derived
from a common competency system. JAWWAL needs a system that will
change the role of the current HR to a new role as a strategic business
partner, advisor/consultant, and as a change agent. Accordingly, 65.90% of
the respondents agreed that the purpose of developing the competency

system is to:
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. Redefine the role of the HR directorate in JAWWAL;

. Define knowledge, skills, abilities, and other traits needed by
JAWWAL’s employees;

o Provide a tool for hiring, developing, and assessing the performance

of JAWWAL’s employees;

J Establish a framework for internal strategic and workforce planning

for HR.

The customer care manager stated: “Traditional approaches to HR
management do not seem to be effective anymore. Using activities or jobs
as the foundation for work design is increasingly out of touch with the

current competitive position JAWWAL is in”.

5.2.4 Preference for a competency-based Human resource management

approach versus a familiar traditional HR approach

Table (5) shows the respondents’ preference regarding the familiar
traditional HR approach or the competency based human resource

management system approach.

Table (5): The comparison between a traditional HR approach and the
competency approach

Respondent Sample % Preference for % Preference for
competency based HR | traditional HR approach
Directors 4 50% 50%
Managers 26 76.92% 23.08%
Supervisors 79 74.78% 25.22%

109 out of 141 of the respondents during the semi-structured

interviews mentioned the weaknesses and strengths of each function
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separately and highlighted the benefits that JAWWAL will gain by
adopting the competency based HRMS. For the recruitment and selection
function, managers and supervisors in the sample mentioned that the
current recruitment and selection process is a job description based process,
where the job description tells what the employee does and the job
specification clarifies the minimum requirements necessary to qualify for
the job. These are keys to the recruitment and selection process. The
respondents mentioned that the current process clarifies only the activities
and tasks the employees are supposed to perform and doesn’t clearly
describe the outputs or results expected from the employees to meet the
requirements of JAWWAL. The engineering managers mentioned that the
current job description describes the current activities and tasks needed for
a job and doesn’t take into consideration the changes that might happen

according to new demands at work.

According to the marketing manager: “The current process has a
mismatch between employee’s capabilities and the outputs or results they
are required to produce: also, the expected output might not conform to
traditionally defined jobs that are rigid, compact, and inflexible.” 79% of
supervisors agreed that the new system will include the core competencies
and key behaviors required for excellent performance and will be a major
difference from the current process. The first one looks at what, whereas
the suggested one will focus on how and it will study the people who do the
job well and define the job in terms of the characteristics and behavior of

these people.

Regarding training and development, 69.29% of the respondents

agreed that the current training and development process isn’t intended to
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build on individual knowledge, skills, and attitudes to meet present or
future work requirements. “The current training and development process
doesn’t have an immediate and highly specific impact on work
performance and doesn’t contribute to JAWWAL’s requirements and
unique corporate culture,” according to the customer service manager. The
quality assurance supervisor stated that “The current training needs
assessment process limits the attention to work requirements, and doesn’t
take into consideration the personality traits. The role of training must
expand; we must train people how to become successful, or even become
exemplary performers.”The current training and development process
doesn’t have a link to the performance management system. Managers and
supervisors don’t know if weak performance and problems occur at work
due to a lack of employee knowledge, skills or appropriate attitude or
because of a work environment that can’t be controlled by the employees.
Deficiency appears clearly in the current training and development process;
it lacks the ability to evaluate the effectiveness of training and its ability to
provide the employees with knowledge and skills needed to improve their

performance.

Regarding the current performance management process, 69.29% of
the respondents agreed to call it an appraisal system, not a performance
management system since the only benefit of this process is to evaluate
employee’s performance according to identified goals for each job title.
These goals are taken from JAWWAL’s business plan for each directorate.
The current process doesn’t provide JAWWAL’s employees with
performance feedback that clarifies JAWWAL’s expectations and focuses

on their developmental needs. The results of the appraisal system don’t
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have any input for the training and development process. A sales director
agreed that the current system lacks the ability to measure the skills and

abilities that employees have.

Only 9.21% of the respondents thought that the traditional HR
approach is clearer and simpler for recruitment, selection, and training and
development, because the job description which identifies the main tasks
for each job title is the reference for this function, and it is not easy for

them to use the core competencies in HR functions.
5.2.5 Advantages gained from a competency-based approach

Figure (5) illustrates the respondents who have agreed that

JAWWAL will gain from a competency based approach.

Agreementon the Advantages Gained from
a Cometency based Approach

Directors Managers Supervisors

Figure (5): No. of respondents who have agreed that JAWWAL gained and will gain more
advantages from a competency based approach

55.54% of the respondents believe that the competency-based human
resource management system will be able to provide JAWWAL with a
competitive advantage. The customer care director sees the competency
system as a tool to encourage skill formation and improve the focus on the

customer; he also believes that adopting such a system can positively
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influence behavior and motivate staff. An accounting manager agrees
adopting such a system will align employees’ work results with
JAWWAL’s strategic objectives, since the contributions of the results are
specific and measurable. The respondents’ agreed that the suggested
system will provide the opportunity to identify and develop needed
competencies. In turn, the training needs assessment data can be used to
plan and deliver employee training in a targeted manner. A competency
based human resource management system will provide employees with
information that is essential for their career development and provide them
with opportunities to meet their needs. For some employees, the benefits of
a competency-based system are more valuable than immediate financial

rewards.

Twenty one of the surveyed managers believe that adopting such a
system will give JAWWAL employees the opportunity to convey their
interests and satisfaction in performing work that is aligned with their
competencies. This system will establish a work environment in which the
roles, relationships, and responsibilities of both managers and employees
are well defined and clearly stated. This straightforward and mutually
understood system builds trust as it ensures accountability and improves
performance. The responding managers and supervisors summarized the

advantages that JAWWAL will gain through adopting such a system:

J The approach ensures that selection criteria is more relevant to a role
than in traditional approaches where the focus was on qualifications

and years of service;
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The approach is more objective because the focus of assessment is
on explicit criteria and a common understanding of what is being

assessed;

The system is fair, open and transparent, because the basis for

assessment and recording of performance is outlined in advance.

It provides a basis for a strategic approach to HRM planning by
identifying the range of skills and competencies required in

JAWWAL;

It enables the skills and competencies required at JAWWAL to
achieve its key objectives, thus providing a vehicle to drive strategy

forward;

A competency based human resource management system provides a
focus for personal development and career advancement by
explicitly outlining what is required within a role at various levels in

JAWWAL;

Such a system ensures that what is required of each individual at
each level within JAWWAL is explicit, thus outlining the

contribution that each can make to JAWWAL in achieving its aims.

Figure (6) illustrates some of the advantages gained from a

competency based approach.



&5

Advantages gained from a competency based
approach
70
a0
£ 50
O
T a0
&
& 30
=
= 20
10
4]
Increase the  Supportcultural Enhance training Reduce turnover  Supportthe
ability to be change and integration of
competitive development overall Hit
cftectiveness strategies

Figure (6): advantages gained from a competency based approach

5.2.5.1 Primary results after the implementation of competency based

recruitment and selection

According to a recruitment supervisor, a 0.196% reduction in
turnover was achieved due to the competency based interviews and
selection process that JAWWAL started within the last seven months,
during the period from April 2010 till November 2010. The preparation
period JAWWAL has for new employee hiring became more effective.
Newly hired employees have all passed the competency based recruitment
and selection process. Also, the newly hired employees were faster in
integrating with JAWWAL’s culture. Table (6) illustrates the turnover

percentage during the year 2010 for each directorate.

Table (6): Turnover percentage during 2010 for each directorate

Directorate Turnover Percentage in each quarter
Ql Q2 Q3 Q4

Customer Care 0.36% 0.3% 0.12% 0.00%
Accounting 0.12% 0.12% 0.00% 0.00%
Corporate Finance 0.24% 0.00% 0.00% 0.00%
Supply Chain 0.23% 0.12% 0.12% 0.00%
Engineering 0.48% 0.23% 0.23% 0.00%
Human Resource 0.12% 0.00% 0.00% 0.00%
Marketing 0.23% 0.23% 0.12% 0.12%
Sales 0.72% 0.69% 0.23% 0.00%
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Figure (7) illustrate turnover percentage for the year 2010

2010 Emloyees Turnover
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Figure (7): Turn over percentage during the year 2010

5.2.5.2 Primary results after the implementation of competency based

training

One hundred five employees out of two hundred participated in a
competency based training course focused on effective communication.
According to their direct supervisors, they showed improvement in their
oral and written communication. 56.34% of the trained employees showed
improvement in their communication and working relationships. 63% of
the trained employees began to use examples to clarify their argument
and correct language in their discussions. 57.05% of the trained employees
began to give feedback and suggestions for improvement to their

supervisors and other employees through oral communication.

One of the engineers who participated in a competency based
effective communication skills training course mentioned that he
discovered he had acceptable communication skills that only needed to be
improved and refined. The operation and maintenance supervisor stated

that “the department employees observed improvement in their written
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skills; their reports became more structured and they write concise texts

independently that are tailored to the reader”.
5.2.6 Challenges to a competency-based approach at JAWWAL

The HR director mentioned that “adopting such a strategic system
will need full, long term and strong support of JAWWAL’s top management
to provide the HR directorate with all resources it may need to adopt such
a system.” 65.6% of managers and supervisors who participated in the
interviews agreed that they need new roles and more effort is required to
provide employees with additional and more effective feedback regarding
their performance and the obstacles addressing their performance.
Respondents discussed the degree to which they have to provide their
employees with feedback regarding their performance and the roadblocks
to successful performance. Managers need to accept responsibility for
problem solving. JAWWAL must be willing to commit project resources
to communicate the competency-based approach to all employees.
Employees are likely to be curious about a system that will affect their

performance and work lives.

Four directors, twenty-three managers and seventy supervisors all
agreed that they must be trained to carry out their new roles and
responsibilities as well as how to use the system. Competency-based
training should be consistent with the corporate culture, which means that
vendor training is not always appropriate for designing and developing an
organization's competency-based performance management system. The
HR director agreed that the HR directorate will need to maintain various

types of records and preserve this information in a secure yet convenient
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information system (HRMIS) that assures long term availability.56.5% of
the respondents agreed that recruitment and selection will most likely be
the first function to introduce competency-based HR management; the
challenge will be in the great effort needed to provide employees with
awareness of the critical need to match people to work rather than work to
people. The competency based system will be the more effective approach
to identify the employees who are essential to sustained competitive
advantage. Another challenge for JAWWAL is the benefits employees are
expecting of the wide spectrum of competencies, which makes them highly
marketable both within JAWWAL and externally; they will expect growth

and development opportunities at unprecedented levels.
5.2.7 Strategies that must be taken in consideration to ensure success

74.23% of the respondents mentioned that communication of
strategic change and change management is the most important strategies
that the HR Directorate must work on to ensure success of the competency
system JAWWAL is seeking to adopt for HR functions. For the HR
directorate to meet these new expectations, a number of changes are
required. Modern information technology is required to increase efficiency.
HR staff must market their results-and mission-driven role within
JAWWAL, assert themselves as leaders and strategists, and reposition HR
from an administrative function to a strategic partner. The HR directorate
must be willing to take risks when they serve their customers. A starting

point is to examine the HR mission, and re-assess its reason for existence.

One of the major changes that must occur is to continue moving

away from traditional roles and functional knowledge. To provide more
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integrated programs and services, the HR directorate needs to move from
an administrative focus and specialized ways of doing business. The new
world of work requires the HR staff to be a contributor to organizational
performance and to function as part of the management team. Also, to
ensure success of the system, according to the marketing director, the HR
directorate needs to measure the efficiency of the competency system that
will impact JAWWAL’s performance and it must correct, adjust and
improve the transformation process based on experience and results
obtained. The sales director believes that “to ensure success, JAWWAL'’s
top management must agree on the need to transform, driven by high

performance and reduction in turnover™.
5.3 Conclusion

This chapter illustrates the findings of the focus groups and the semi-
structured interviews that were carried out with JAWWAL directors,
managers and supervisors to reveal JAWWAL’s core competencies and the
benefits and challenges JAWWAL has faced while adopting the
competency based human resource management system. The findings
strongly sustain the differences of the current HR function and the
competency based one. They illustrate the actual benefits JAWWAL has
achieved in the reduction of turnover over a period of seven months since
the competency based system implementation and the improvement in
communication skills as observed by supervisors. The chapter ends with
identifying the challenges faced by JAWWAL and strategies needed to be
taken into consideration to ensure success of the competency based human

resource management system.
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Chapter Six

Conclusion and Recommendations
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Chapter Six
Conclusion and Recommendations
6.1 Introduction

This chapter restates the research problem and provides an overview
of the methodology used for the study. Results are summarized and then
discussed in a more general sense than the discussion provided in Chapter
five. The discussion includes conclusion, recommendations for JAWWAL,

and suggestions for further research.
6.2 Conclusion

The research was carried out with the following goals: to identify
and describe competencies required for Palestine Cellular Communication
LTD-JAWWAL professionals to be successful now and in the future; to
construct a competency based human resource management system that
includes core and technical competencies, to describe what they look like
in practice; to reflect organizational preferences and ensure that the
competency based human resource management system is a valid one.
Therefore, the study started with a literature review in the area of the
research. It was followed by semi-structured interviews and focus groups
with JAWWAL directors, managers and supervisors, in addition to a
competency based training appraisal survey to generate more relevant,
wide-spread and reasonable information and data to sustain the projects’

findings.

In that respect, it can be concluded that adopting a competency based

human resource management system at JAWWAL is one of the most
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important strategies that JAWWAL’s top management must take into
consideration. Adopting such a system, according to respondents, will
provide the drive needed to improve JAWWAL’s performance, increase
the ability to be competitive, support cultural change, enhance training and
development effectiveness, improve processes associated with recruitment
and selection, reduce turnover, clarify managerial roles and specialist roles,
increase emphasis on business objectives, analyze skills and identify the
current and projected deficiencies in skills, improve workforce flexibility,
and support the integration of overall HR strategies. JAWWAL top
management realized that a competency based human resource
management system is an organizing framework that lists the core
competencies required for effective performance in a specific job level.
Core competencies are organized into competency models to enable people
at JAWWAL to understand, discuss, and apply the competencies to
recruitment and selection, training and development and performance

management functions.

The research concluded that adopting a competency based
recruitment and selection system is a results oriented process. It makes it
easier to concentrate on the results expected of a successful or exemplary
performer (Guinn, 1998). JAWWAL’s competency based recruitment and
selection process gave the recruitment staff the opportunity to focus less
attention on approximations of competence—such as educational level or
years of experience—that have little connection to verifiable results. Also
competency-based recruitment plays an important role in attracting
individuals who possess characteristics that might be difficult, if not

impossible, to acquire by training or development efforts. A competency-
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based approach encourages managers and other decision makers to clarify
the verifiable, measurable results they expect from successful performers
before a selection decision is made. That makes selection methods more
effective, which reduces turnover; in this study, turnover was reduced by
0.196% during seven months period, since the hired employees are more
likely to do well in jobs or work roles that are matched to their existing or

potential competencies.

Competency-based selection, according to the HR director, provides
some insight into whether or not a new hire will be a good fit with
JAWWAL’s culture. A competency-based recruitment and selection
process provides applicants with opportunities to outline, explain, and
demonstrate their qualifications in competency-based terms. People will
not be confronted during the selection process with questions that have
little or no bearing on their ability to produce desired work results.
Competency-based recruitment and selection processes give JAWWAL HR
directorate an opportunity to plan for developing technical competencies
for new hires and for experienced workers who must be reassigned. Also, it
encourages managers to clarify the desired work results and to find
individuals who can achieve those results regardless of age, background, or
other considerations that have little or no bearing on their ability to
perform. It has reduced the traditional training period from three months to

one month because selection of applicants is more confident.

One of the clear findings of this study was the effect of the
competency based training on the performance of a sample of employees
who participated in a communication skills competency based training

course. Competency-based training is highly individualized to meet
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employee’s needs, because the use of competencies focuses on learning
objectives and expected performance outcomes (Rothwell 1996).
Competency based training allowed JAWWAL employees to structure their
activities and processes in ways that are most meaningful to them. With
this approach to training, JAWWAL managers, supervisors and employees
were now able to identify and use many learning resources in diverse
settings. JAWWAL’s competency-based approach to training consistently
communicates a common set of performance expectations to every team
member. It started to focus all trainings on meeting the employees’ needs
that support successful and creative team performance. Competency-based
training began helping JAWWAL managers and supervisors to keep

JAWWAL employees focused on achieving exemplary performance.

In a competency based performance management system, it was
concluded by the respondents that the process will encourage frank and non
adversarial communication between employees and their managers. It is
not unusual for JAWWAL employees to express their concerns in
performing work that is not aligned with their competency strengths or
interests. And it is not only the less productive employees but often
exemplary performers as well who express these concerns. It also gives
JAWWAL employees the opportunity to convey their interests and

satisfaction in performing work that is aligned with their competencies.

It was concluded that in a competency-based performance
management system, JAWWAL employees' work results will be aligned
with achievement of JAWWAL’s strategic objectives, and the contributions
of the results will be identified in specific and usually measurable terms.

Work that is identified as nonstrategic can be eliminated; it will allow
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JAWWAL to use its resources in other and more productive ways.
JAWWAL’s competency-based performance management approach will
establish work environment at JAWWAL in which the roles, relationships,
and responsibilities of both managers and employees are well defined and
clearly stated. This straightforward and mutually understood system builds
trust as it ensures accountability and improves performance. Also, the
approach provides JAWWAL with the opportunity to identify and develop
needed competencies. In turn, competency assessment results provide
training needs assessment data that will be used to plan and deliver
JAWWAL’s employees' training in a targeted manner. It also gives
employees information that is essential for their life and career
development and provides them with opportunities to plan to meet their

needs.
6.3 Recommendations

In addition to the above discussed and detailed conclusions, the
following main points illustrate some recommendations that should be

taken into consideration by JAWWAL to achieve exemplary performance.

1. JAWWAL’s top management in coordination with the HR
directorate must develop and implement a communication strategy to
support the change management, effort, ensure the effective
implementation of the system and to ensure continuous involvement

in adopting the new approach.

2. Building awareness is an important starting point. HR directors,
managers and supervisors should attend workshops, classes, or

conferences on competency modeling or invite external consultants
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to discuss competency-based HR management at JAWWAL. Taking
these actions does much to cast HR employees as true leaders for

human capital at JAWWAL.

JAWWAL needs to provide time and money to carry out
individualized competency identification and assessment for those
targeted to receive training. And even after JAWWAL commits its
resources to the effort, some employees do not thrive with learning
or processes that demand a high degree of personal involvement.
Typically, these employees lack the self-discipline necessary to work

in a self-directed way to achieve their own learning outcomes.

JAWWAL’s top management must provide strong, long-term
support for the project and act as role models for the process.
Required resources need to be available over the long term.
Managers will face increased workloads as a competency-based
approach requires them to provide employees with additional and
more effective feedback as well as accept responsibilities for

addressing performance obstacles.

The HR directorate needs to create, complete, and maintain HR
records of various types. JAWWAL must have the capability to
preserve this information in a secure yet convenient Human
Resource Information System (HRIS) that assures long-term

availability.

Directors, managers and supervisors must be trained in their roles
and responsibilities as well as how to use the system. Competency-

based training should be consistent with the corporate culture; also,
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JAWWAL should be prepared to design, develop, and deliver the
necessary training for its own competency-based performance

management system.

7. The HR directorate must continuously evaluate the competency
based human resource management system results and make
revisions as necessary. Information about its results must be
collected. Decision makers will be reluctant to devote additional
resources to broad scale implementation without seeing major
benefits that outweigh the costs of implementing the project.
Continuous evaluation is also helpful in keeping the project on track.
As implementation continues, the HR directorate should make any
midcourse corrections necessary to maintain alignment with the

desired objectives and goals.

8. JAWWAL should consider applying the competency model for other
human resource functions such as compensation and health and

safety.
6.4 Recommendations for Further Research

While this study was able to provide additional insight into core
competencies and its relationship to a JAWWAL performance, it also
revealed areas that would benefit from further research. First, this study
focused only on three functions of HR. Future research could thus focus on
the other functions such as compensation and benefits. By doing so, a
better and fuller understanding of the effects of core competencies on
firm’s performance may be achieved. Second, this study didn’t have

enough time to measure the performance of JAWWAL employees
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according to the core competencies since the competency based
performance management system will take place during the second quarter
of 2011. Hence, there is a need for further study on the benefits of the

competency based performance management system.
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Appendix 1
Semi-structured interview

Dear Sir/Madame,

As well as a graduate student, studying at Najah National
University. | am currently working on the topic “Adopting a competency

based human resource management system in JAWWAL”.

This semi-structured interview is designed to gather information for
my research on the purpose of building a competency system for
JAWWAL. I would appreciate very much if you, as a director/ manager or
supervisor of the enterprise, would take some time to read, and answer the
questions mentioned below. Knowing that information provide to me will

be used only for academic purpose and kept strictly confidential.

Thank you very much for your cooperation

Best regards
Semi- structured interview questions
1- Why JAWWAL needs a competency system?
2- How is a competency-based Human resource management

approach different from the familiar traditional approach?

3- What advantages will the organization gain from a competency-
based approach?

4- What challenges will the organization experience in adopting a
competency-based approach?

5- What strategies should be taken into consideration to ensure

success?
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Focus Group Questions
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Appendix 3
competency based training course appraisal form
Dear Sir, Madam

As part of our competency based human resource management
system we adopting in JAWWAL for three HR main function, and
according to the training course mentioned below you employees have
participate on it, and to measure the performance of your employees after
the competency based training course, will you please help us be
evaluation the performance of your employees regarding according to the
points mentioned below. Knowing that (1) mean poor performance, and (5)
mean excellent performances

Training course: communication skills  (report  writing,
communication skills, team work). Participant level: Admin and senior
Admin

# [tem Points
1 2 3 4 5

—

Speaks clearly; can be understood

2 | Uses examples to clarify his/her
argument

3 | Ensures that the layout of the text is
clear

4 | Studies the readers and tailors the
choice of text structure to them

5 |Does not use more text than
necessary to make a message clear
6 |Uses words the reader can
understand

7 |Uses words the other person
understands, clarifies professional
language or jargon.

8 | Supports his/her message by
posture and gestures

9 |Separates main from subordinate
issues and communicates them in
logical order.
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Appendix 5
JAWWAL Core Competencies:

Oral communication: conveying ideas and opinions clearly to
others, making use of unambiguous language, gestures and non-
verbal communication; adapting language and terminology
appropriately.

1) Talks understandably and can clarify his/her ideas at the
request of others.

Talks calmly.

Speaks clearly; can be
understood.

Uses examples to clarify
his/her argument.

Uses correct language in
discussions.

Talks fast.

Is difficult to understand.
Does not use any examples
to clarify his/her argument.
Uses sloppy language in

discussions; makes
grammatical mistakes.

2) Adjusts his/her usage and explanations to the other person on
his/her own initiative and supportsthe message by posture and
gestures.

Expresses a message clearly.

Separates main from
subordinate issues
and communicates
them in logical order.
Uses words the other
person understands,
clarifies professional
language or jargon.

Supports his/her
message by posture and
gestures.

Communicates a
message in a confused
manner.

Mentions main and
subordinate issues
in arbitrary order.

Does not tailor
his/her language to
the other person.

Does not reinforce
his/her message by
posture and gestures.
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3) Encourages others in the immediate work environment to
express them clearly orally, partly by serving as an example.

Gives feedback and
suggestions for
improvement to
employees/colleagues
regarding their oral
communication.

Explains complex matters
concisely.

Enlivens what he/she says
with gestures, facial
expressions and intonation.

Regularly summarizes
his/her own
message.

Does not give support and
tips to
employees/colleagues on
how they can express ideas
and opinions clearly.

Explains complex matters in
an elaborate manner.

Does not use gestures,
facial expressions and
intonation that would enliven
his/her message.

Moves on to the next
subject without briefly
summarizing the last one.

4) Inspires and facilitates others also outside the immediate work
environment to express themselves clearly orally, partly by
serving as an example.

Expresses in the organization
or part of the organization
the importance of
expressing oneself clearly
and under-standably.

Creates preconditions so
that employees can develop
their oral communication
further.

Highlights abstract material
in clear and understandable
terms.

Talks to others from all ranks
of the organization in
understandable language.

Does not explicitly
communicate that he/she
considers itimportant for

employees to express
ideas and opinions clearly
and understandably.

Does not facilitate any
possibilities for further
improvement of oral
communication.

Expresses abstract
materialin a manner
unclear to others.

Does not connect with
certain groups in the
organization by using too
difficult/abstract
language.
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Written communication: Expressing ideas and opinions clearly in properly structured,
well-organized and grammatically correct reports or documents, utilizing language and
terminology appropriate to the reader.

1) Writes letter-perfect texts which are clear through their

structure, short sentences and layout.

Uses correct spelling,
grammar and style in texts.

Uses chapters, sections
and paragraphs in a textin
a coherent manner.

Ensures that the layout
of the text is clear.

Uses short, concise
sentencesin a
text.

Makes spelling, grammatical
or style errors in texts.

Uses chapters, sections
and paragraphs
incoherently.

Writes text with confusing
layouts.

Uses unnecessarily long
sentences in a text.

2) Writes concise texts independently that are tailored to the

reader.

Uses examples,
metaphors, figures and
illustrations in a text to

clarify something.

Only states factsin a text
without clarifying them with
examples and suchlike.

2 Uses a standard structure
Studies the readers and for texts without taking
tailors the choice of account of the reader’s
text structure to them. starting situation.
3 Needs a lot of wordsto
Does not use more text make a message in a text
than necessary to make a clear.
message clear.
4

Uses words the reader
can understand.

Does not tailor his/her
language to the
reader’s
understanding.
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3) Encourages and helps others in the immediate work environment
to express themselves clearly in writing, partly by serving as an

example.
+ —
1 Gives Does not give
employees/colleagues employees/ colleagues
suggestions for text tips relating to structure,
structure, language and language and style
style issues. issues.
2
Assists employees/ Does not assist
colleagues who have employees/ colleagues in
difficulty in writing writing documents, even if
documents. they have difficult with this.
3
Prior to the common writing Does not agree any uniform
of documents, makes style and layout prior to the
agreements on the style common writing of
and layout to be used. documents.
4
Formulates texts in a Formulates texts in a
gripping and interesting way. businesslike, not very
interesting way.
4) Inspires and facilitates others also outside the immediate work
environment to express themselves clearly in writing, partly be
serving as an example.
+ —
1| Expresses in the organization Does not explicitly
or part of the organization communicate that he/she
the importance of considers itimportant for
expressing oneselfin a clear, employees to
understan- dable way in communicate in writing in a
writing. correct, understandable
manner.
2
Creates preconditions so Does not facilitate any
that employees can develop possibilities for further
their written improvement of
communication further. written
3 communication.
Aims at making clear
agreements on written Does not devote any
language and having them attention to clear
centrally recorded. agreements on written
language and having them
4 centrally recorded.

Writes complex messages in
texts that are clear and
accessible to different
groups of readers.

Describes complex messages
in a complicated inaccessible
manner.
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Customer Focus: Investigating the spoken and unspoken wishes and needs of customers

and acting accordingly; giving high priority to service and customer satisfaction.

1) Finds out about customer demand and responds with an
appropriate proposal for the customer.

Asks purposeful questions
to map out the wishes and
needs of the (possible)
customer.

Translates customer
demand into a solution
appropriate forthe
customer.

Keeps to agreements
made with customers.

Responds quickly to
questions and complaints
from customers.

Does not continue to ask
questions about the
wishes and needs of the
customer.

Suggests solutions that are
not in line with the
customer and his/her
question.

Does not keep
agreements with
customers.

Lets questions and
complaints from customers
wait for a long time.

2) Actively thinks along with the customer and comes up with
appropriate proposals on his/her own initiative.

Asks questions about both 1 Limits him/herself to
short- and long-term needs mapping out the
of the customer. current needs of the
customer.
Makes the customer 2
proposals in line with Only makesthe customer
his/her current and future proposals relating to
needs. his/her current needs.
3
Indicates clearly what Is unclear to the customer
his/her own (part of the) about what his/her own
organization can and cannot (part of the) organization can
do for the customer. and cannot do for the
4 customer.

After the delivery of
products/services,
investigates the
satisfaction and further
needs of the customer.

Does not investigate after
the delivery of products/
services whatthe
satisfaction and further
needs of the customer are.
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3) Encourages others in the immediate work environment to
optimize the services provided to customers, partly by serving as
an example.

Discusses with
employees/ colleagues
what he/she means by

‘good service'.

Encourages employees/
colleagues to fully map out
the customer’s needs
before making proposals.

Makes proposals that are
in line with both short-and
long-term needs of the
customer.

Takes additional actions to
expand the services to
the customer.

Does not enter into
discussions with
employees/ colleagues
about what he/ she means
by ‘good service'.

Does not pay attention in
his/her contact with
employees/colleagues to
the desirability of fully
mapping out the customer’s
needs before making
proposals.

Limits his/her proposals
to the current needs of
the customer.

Limits his/her actions for
the customer to those which
are strictly necessary.

4)Inspires and facilitates others also outside the immediate work
environment to optimize the services provided to customers,
partly by serving as an example.

Expresses in his/her own
(part of the) organization
that he/she considers it
important to provide
good services to
customers.

Urges investigation of the
wishes and needs of
customers.

Maintains a lasting and/or
regular contact with
(prospective) customers
who are important for the
organization or part of the
organization.

Launches specific actions in
his/her own (part of the)
organization to increase

customer satisfaction.

[y

Does not pay any attention
to expressing the
importance
of the provision of good
services to customers.

Does not undertake any
activities to promote
investigation of the
wishes and needs of
customers.

Only maintains incidental
and/or superficial contact
with (prospective)
customers who are
important for the
organization or part of the
organization.

Does not organize any
action programs to
increase customer

icfoodi
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Learning: Absorbing new information and ideas and applying them effectively

1) Quickly absorbs and applies newly provided information.

Applies newly provided
knowledge and insights to
his/her own work.

Immediately applies the skills
learned in a training course.

Puts pointers from others for
improvement of his/her own
work processes into
practice.

Spends time on going
through new
information provided to
him/her by others.

Does not use newly provided
knowledge and insights in
his/her own work.

Proceeds on the old
basis after a training
course.

Does not apply
suggestions from others
for improvements.

Does not spend time
on going through newly
provided information.

2) Applies new information and ideas on his/her own initiative.

Applies newly acquired
knowledge and insights to
his/her own work on
his/her own initiative.

Changes his/her behavior
or manner of working on
the basis of newly acquired
information.

Applies things he/she
learned in previous
situations to new situations.

Combines new information
with existing information.

Does not use new knowledge
and insights in his/her own
work of his/her own accord.

Continues to use his/her
old manner of working,
despite usable new
information.

Makes the same mistakes
in new situations that
he/she already made

before.

Isolates the applicability of
new information from the
applicability of information
already known.
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3) Encourages others in the immediate work environment to apply
new information and ideas, partly by serving as an example.

+

Asks
employees/colleagues
what they learned, for
example from a training

course, project or activity,
and what they would do
differently next time.

Encourages employees/
colleagues to take courses
or training programs to gain
new knowledge and
develop new skills.

Organizes meetings where
employees/colleagues can
share their knowledge of
and experiences with
certain work processes,
projects or activities.

Quickly becomes familiar

with new information and

insights and applies them

effectively in cooperation
with others.

Does not facilitate that
employees/colleagues
learn from their
experiences.

Does not encourage
employees/colleagues
to take training
programs or courses.

Does not initiate any
occasions for exchanging
knowledge and experiences.

Keeps on using the same
information and insights in
cooperation with others.

4)Inspires and facilitates others also outside the immediate work
environment to apply new information and ideas, partly by serving
as an example.

Asks
employees/colleagues
what they learned, for
example froma training

course, project or activity,
and what they would do
differently next time.

Encourages employees/
colleagues to take courses
or training programs to gain
new knowledge and
develop new skills.

Organizes meetings where
employees/colleagues can
share their knowledge of
and experiences with
certain work processes,
projects or activities.

Quickly becomes familiar
with new information and
insights and applies them
effectively in cooperation
with others.

Does not facilitate that
employees/colleagues
learn from their
experiences.

Does not encourage
employees/colleagues
to take training
programs or courses.

Does not initiate any
occasions for exchanging
knowledge and experiences.

Keeps on using the same
information and insights in
cooperation with others.
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Development: Demonstrating responsibility for one’s own achievements by using personal

qualities and taking actions on the basis of one’s own strengths and weaknesses to increase
or improve knowledge, skills and competencies.

1) Demonstrates willingness to invest in his/her own development.
+ —

1 Asks for feedback during Does not utilize discussions
discussions about the about the work to ask
work on the degree to others for a response

which his/her regarding his/her
contribution meets accomplishments.
expectations.

2
Inquires from others with Does not ask others with

whom he/she works whom he/she works
together about personal together about points
points for improvement of he/she could improve.
knowledge, skills and/or

3 behavior.

Does not ask colleagues for
Asks colleagues for information on matters
information on matters with which he/she is less

4 with which he/she is less familiar.

familiar.
Rejects opportunities to
Participates in courses, participate in courses,
4+ H A /. + H /.
2)Takes responsibility for and invests independently and on
his/her own initiative in his/her own development.
+ _

1 Regularly asks others Does not ask othersto

for feedback on give feedback on
his/her performance. his/her performance.

2 Mentions both strengths Only mentions his/her own

and weaknesses in his/her strengths or only his/her
own own weaknesses.
performance.

3 Does not initiate any new

Applies for projects/activities learning opportunities to
in which he/she can gain strengthen his/her
new experience to knowledge, skills and/or
strengthen his/her behavior.
knowledge, skills and/or
4 behavior.
Ignores feedback or
Asks for specific suggestions attributes the cause of
to improve weaknesses his/her behavior to
mentioned by others when something beyond his/her
receiving feedback. control.
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3) Encourages others in the immediate work environment to
strengthen and take responsibility for their knowledge, skills and
behavior, partly by serving as an example.

+

1 Mentions both strengths
and weaknesses in the in
the knowledge, skills and or
behavior of employees/
colleagues.

2 Encourages employees/
colleagues to participate
in courses and other
opportunities for further
self-development.

3 Invites
employees/colleagues to
join him/herin his/her
activities in order to learn.

Does not give or gives only
negative feedback on the
accomplishments of others
in his/her immediate work
environment.

Does not encourage
employees/colleagues to
participate in
opportunities to develop
their knowledge, skills
and/or behavior.

Does not invite employees/
colleagues to join him/her
in his/her activities.

4
Discusses his/her own Keeps his/her
development plans and/or development plans and/or
development activities activities to him/herself.
with
employees/colleagues.
4) Inspires and facilitates others also outside the immediate work
environment to strengthen their knowledge, skills and behavior,
partly by serving as an example.
+ —
1 Encourages others in de Does not encourage others

organization or part of the
organization to come up
with ideas and means by
which knowledge, skills and
behavior of employees can
be enhanced.

2| Makesan adequate budget
available for training
courses, coaches and other
resources for the personal
development of employees.

3 Shows appreciation for
employees who take action
on their own to improve
their knowledge, skills
and/or behavior.

4 Shares his/her own
experiences with
development activities with
others in the organization or
part of the organization.

to generate ideas and
means to work on the
development of employees.

Makes no or inadequate
resources available for
personal development in
the organization or part of
the organization.

Pays no attention or
responds negatively to
employees who work on

self-development on

their own initiative.

Keeps his/her own
experience with the
enhancement of
knowledge, skills and/or
behavior to him/herself.




128

Creativity: Coming up with original solutions for job-related problems; devising new working

methods to replace current methods.

1) Responds positively to proposals from others and comes up with
his/her own ideas on that basis or at the request of others.

Responds positively when
others propose unusual
solutions.

Zeros in on new ways of
thinking.

Mentions new,
undiscovered sides of ideas
or proposals.

Suggests several solutions
for a problem.

Deals in a negative way with
proposals for unusual
solutions.

His/her proposals are only
in line with the usual ways of
thinking.

Only mentions the familiar
sides of ideas or
proposals.

Comes up with a single
suggestion for a solution
to a problem.

2) Comes up with new ideas or a combination of existing working
methods/solutions on his/her own initiative.

Comes up with unusual
proposals.

Brings up matters of course
for discussion in order to
generate newideas.

Combines existing ideas into
a new solution or new idea.

Makes proposals from less
obvious angles of
approach.

Comes up with the
standard, conventional
proposals.

Keeps to the usual starting
points in generating
ideas.

Uses existing solutions or
ideas only separately.

Bases his/herideas and
proposals on the
familiar angles of

approach.
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3) Encourages others in the immediate work environment to come
up with new ideas, partly by serving as an example.

Takesthe initiative to

generate ideas with

others from different
disciplines.

Encourages employees/
colleagues to come up
with new solutions and

working methods.

Gives original suggestions to
employees/colleagues
whose creative thinking

process is blocked.

Includes ideas from different
disciplines in his/her
solutions and proposals.

Only pays attention to
generating ideas with
people from the same

discipline.

Shows that he/she is
satisfied when
employees/colleagues
dome up with standard
solutions.

Does not give suggestions
to support employees/
colleagues whose creative
thinking process is blocked.

Only includes ideas from
his/her own discipline in
his/her proposals.

4)Inspires and facilitates others also outside the immediate work
environment to come up with new ideas by serving as an example.

Expresses in the
organization or part of the
organization that it is
important to experiment
with new solutions and
working methods.

Expresses thatitis
important for the
organization to distinguish
itself in the market through
new/unusual
solutions and methods.

Communicates that
he/she considers it
important to express
appreciation to creative
employees in the
organization or part of
the organization.

Makes time and resources
available in the organization
or part of the organization
to promote creativity.

Does not communicate in
the organization or part of
the organization that
he/she considers it
important to experiment
with new solutions and
working methods.

Does not express whether
or not he/she considers
new/unusual solutions
and methods as a way to
distinguish oneself in the
market.

Does not express that
he/she considers it
important to express
appreciation to employees
who come up with creative
ideas and concepts.

Does not facilitate the
promotion of creativity
with time and resources.
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Flexibility: Modifying one’s own style of behavior to achieve a set goal when problems or

opportunities arise.

1) Displays different styles of behavior.

Switches from asking
questions to giving
information in a discussion.

Shows interestin the
content as well as the
person during

a discussion.

Displays different styles of
behavior (sometimes
acquiescent, sometimes
tenacious).

Picks up signs of resistance in
the other person and tailors
his/her behavior
accordingly.

[y

Talks for a long time or only
asks questions; does not
switch from one to the other.

Shows interest in either
only in the content or only
in the person during a
discussion.

Always uses the same style
of behavior.

Notices signs of resistance in
the other person and
continues the discussion in
the same way.

2) Studies the other person and adjusts his/her style of behavior
to achieve a goal.

In the event of resistance
or conflicts, switches
between different styles at
the appropriate moment,
for example between
confron- tation and
acquiescence.

Varies (during discussions)
at the appropriate times
between paying
attention to the content
and paying
attention to the
relationship with the
discussion partner.

Studies the other person

and on that basis selects an

approach to get business
done.

Uses different manners of
approach during a discussion
to achieve a goal, for example

Uses one style of behavior in
the event of conflicts, even if
it proves ineffective.

Pays attention (during
discussions) either only to
the relationship with the
discussion partner or only

to the contents.

Always uses the same
approach to get business
done, without checking
whether this approach
works with the person
concerned.

Uses only one approachto
achieve a goal, for example
only asking questions, only
giving information or only

giving advice.

3) Encourages others in the immediate work environment to switch
styles of behavior effectively. Serves as an example in situations of
resistance, conflicts and differences of opinion within groups.
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Gives employees/colleagues
tips on how they can switch
effectively during discussions
between, for example asking
questions, giving information
and giving advice.

Helps employees/colleagues
to develop scenariosin
advance for problem
situations during discussions.

In the event of major
resistance or conflicts,
switches at the appropriate
moments between different
styles of behavior, for example
between confrontation and
acquiescence.

Uses different styles in
the team/group,
responds effectively to
individual team/group
members and the
dynamics within the
group.

[y

Does not give employees/
colleagues tips on how they
can switch effectively during

discussions between, for

example asking questions,
giving information and giving
advice.
Does not help
employees/ colleagues
to develop scenarios in
advance for problem
situations during
discussions.

Keeps to one specific style
of behavior in the event of
major resistance or
conflicts, for example only
confrontation or only
acquiescence.

Approaches everyone in the
team/group in the same
way.

4) Inspires and facilitates others also outside the immediate work
environment to switch effectively between styles of behavior.
Sets an example by switching effectively between styles of
behavior in situations that arise.

Expresses in his/her own
(part of the) organization
that itis important to use

different styles of behavior
to influence others
effectively.

Creates preconditions so
that employees develop
and master different styles
of behavior to influence
others effectively.

Switches between different
styles of behavior (motiva-
ting, persuading, directing)
to get othersin the
organization or parts of the
organization on the same
line.

Studies his/her discussion
partners/ audience and on
that basis selects an
approach to convince
them.

Does not explicitly
communicate in his/her
own (part of the)
organization that he/she
considers it important to
use different styles of
behavior to influence
others effectively.

Devotes no attention to
creating preconditions that
make it easier for
employees to master
different styles of behavior.

Keeps to one specific style
of behavior (motivating,
persuading, directing) in
his/her attempts to get
different people or parts

of the organization to
accept one specific
standpoint.

Selects an approachto
convince others without
first studying his/her
discussion partners/
audience.
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Results orientation: Focusing actively on achieving results and objectives; ready to take
action in case of disappointing results.

1) Works purposively on achieving agreed results within the time set

to do so..

Persists and achieves the
planned result.

At the end of a meeting,
asks whatthe agreements
are.

Reports in the interim
what results have already
been achieved.

Asks about desired
objectives and results.

Gives up prematurely or
makes concessions regarding
the planned result.

Leaves a meeting without
asking about the agreements.

Talks more about the
process than about results
achieved.

Does not inquire about

desired objectives and

results, even when they
are not clear.

2) Sets ambitious goals independently and on his/her own
initiative, and achieves them.

+ _
Achieves the result better 1| Deliversthe result according
or faster than expected. to the expected standards

and time limit; does not
deliver faster or better.
Achieves goals. 2 Adjusts goals.
Intervenes if results 3| Proceedson the same basis,
threaten to be even if results threaten to
disappointing. be disappointing.
4 Keeps to methodsthat
Proposes methods that have always worked.
are more efficient or
effective.
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3) Encourages others in the immediate work environment to set and
achieve ambitious goals, partly by serving as an example.

Encourages employees/

colleagues to set specific

objectives and make action
plans.

Periodically checks the
results of the activities
of
employees/colleagues.

Sets measurable deadlines
and standards for the results
to be achieved.

Gives guidance if the
intended result is not
likely to be achieved.

Leaves it to employees/
colleagues themselves
whether or not they set
specific objectives and make
action plans.

Only checks results after
the activities have been
completed.

Agrees deadlines and
standards in a form that is
not measurable.

Only ascertains that the
intended result is not likely
to be achieved without
giving (timely) guidance.

4) Inspires and facilitates others also outside the immediate work
environment to set and achieve ambitious goals. Sets an
example by actively aiming at results of the organization or part
of the organization.

[y

Expresses in the organization
or part of the organization
thatitis important to set
ambitious goals.

Defines clear structures,
divisions of tasks and
proceduresthat promote
effectiveness and efficiency.

Makes clear which
measurable results he/she
expects of the different
parts of the organization.

Adheres to the preset goals
of his/her own (part of the)
organization. Adjusts the
policy or intervenes
otherwise so that these
goals can still be achieved.

Accepts that othersin the
organization or part of the
organization set goals for
themselves that do not
make any improvement with
respect to the previous
periods.

Does not create any
preconditions to promote
effectiveness and efficiency,

such as structures and
procedures.

Lets lack of clarity exist about
which results he/she
expects of the different
parts of the organization.

Allows him/herself to
deviate from the preset goals
of his/her own (part of the)
organization. Adjusts these

goals ifthey no longer

appear to be feasible.
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Leadership: Directing and guiding employees in the performance of their jobs; employing

management styles and methods that are tailored to the employee/group and situation in
question.

1) Directs others if there is reason to do so.

Indicates what output

he/she expects from

employees/colleague
s.

Indicates to the employee/
colleague when results
have to be achieved.

Comes up with solutions
when problems occur in
the performance of tasks.

Calls
employees/colleagues to
account for their results.

Leaves
employees/colleagues
guessing about the output
he/she expects from them.

Gives the employee/
colleague tasks without
indicating when they have to
be completed.

Does not come up with
solutions to problems in
the performance of tasks.

Does not call
employees/ colleagues
to account for their
results.

2) Directs others in the performance of their tasks on his/her
own initiative.

Indicates the
boundaries/ frameworks
within which a person has

to perform.

Indicates in a way that the
other person can understand
what results are expected in
that person’s job/role.

Periodically discusses
performance indicators
with the individual
employees/ colleagues
whom he/she directs.

Gives guidance when the
results of employees/
colleagues lag behind.

Does not indicate what the
boundaries/frameworks
are within which a person

has to perform.

Is unclear about the
results expected in the
other person’s job/role.

Only discusses performance
indicators incidentally with
the individual employees/

colleagues whom he/she
directs.

Ascertains that results are
lagging behind without giving
guidance.
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3) Encourages others in the immediate work environment to direct
others in a way that is aimed at achieving maximum results, partly
by serving as an example.

Discusses with employees/
colleagues how important
it is for a manager to give
guidance in good time
when employees are at risk
of not achieving results.

Discusses the
management styles of
employees/ colleagues
with them.

Invites others to give
feedback on his/her
own management style.

Makes it clear to
employees/ colleagues how
they can give direction to
other people’s
performance.

Does not communicate with
employees/colleagues
about the importance of
giving guidance in good time
when employees are at risk
of not achieving results.

Does not give feedback to
employees/colleagues
on their management
styles.

Does not ask others to give
feedback on his/her own
management style.

Does not give employees/
colleagues any insight into
how they could give
direction to other
people’s performance.

4) Inspires and facilitates others also outside the immediate work
environment to direct others in a way that is aimed at achieving
maximum results, partly by serving as an example.

Sees to it that activities are
organized that emphasize
the importance of
‘leadership’.

Sees to it that managers
give their employees insight
into the results to be
achieved by their (part of
the) organization.

Encourages others to take
measures when the
performance of (parts of)
the organization lag
behind the forecast.

Indicates clearly which
results are expected of
(parts of) the
organization.

Does not initiate any
activities that emphasize
the importance of
‘leadership’.

Does not show that
he/she considers it
important for managers
to give their employees
insight into results.

Allows measures not to be
taken when the
performance and/or
accomplishments of (parts
of) the organization

lag behind the forecast.

Does not communicate
clearly which results are
expected from (parts of)

the organization.
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Belonging: Expressing the culture, requirements, priorities and goals of the organization.

1) Has overall knowledge of the goals, priorities and culture of
his/her own (part of the) organization and accepts them.

Demonstrates knowledge of
the main aspects of the
priorities, goals and
management decisions
applicable in the (part of
the) organization.

Talks enthusiastically about

the goals and priorities of the

organization whenthere is
reason to do so.

Works according to the
guidelines and priorities of the
(part of the) organization,
even if these are notin
accordance with his/her
interests or ideas.

Talks about the organization
in positive terms.

Shows that he/she is
not aware of the main
management decisions,
priorities and goals.

Talks mainly about his/her
own goals and priorities and
does not make a connection
with the organization’s goals.

Only carries out activities
that are in line with
his/her own interests or
ideas.

Says negative things
about the organization.

2) Brings his/her own behavior in line with the goals, priorities and
culture of his/her own (part of the) organization and expresses

them.
+ -
Brings his/her proposalsin 1 Makes proposals that are
line with the priorities and not in line with the priorities
goals set by the organization. and goals of the
organization.
Talks enthusiastically about 2

the goals and priorities of the
organization.

Works on activities that
are clearly related to the
organization’s goals.

Talks about the
organization in positive
terms.

Talks mainly about his/her
own goals and priorities and
does not make a connection
with the organization’s goals.

Spends time on activities
that are not related to
the organization’s goals.

Makes negative statements
about the organization in
the presence of colleagues
or external parties.
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3) Encourages others in the immediate work environment to bring
their behavior in line with the goals, priorities and culture of
his/her own (part of the) organization and to express them, partly
by serving as an example.

Calls others to account when
their behavior is notin line
with the goals and priorities

applicable to the (part of
the) organization.

Explains why certain decisions
have been made and goals and
priorities setin a project/
(part of the) organization.

Makes efforts in cooperation
with others to implement
management decisions,
even if he/she does not
personally stand behind
their choice.

Calls others to account
when they make
negative statements
about the organization
or its goals.

Accept behavior displayed by
others that is not in line with
the applicable goals and
priorities.

Does not explain the how
and why of certain decisions
and priorities set.

Does not make any effort to
achieve goals if he/she does
not stand behind the
choice or content of the
goals.

Accepts negative
statements by others about
the organization or its goals.

4) Inspires others also outside the immediate work environment
to bring their behavior in line with the goals, priorities and culture
of his/her own (part of the) organization and to express them,
partly by serving as an example.

Gets others enthusiastic
about paying attention
to being well in line with
the organization’s goals.

Shows that he/she
considers it important for
others to behave in line with
the culture of the
organization.

Only initiates activities or
projects that are wellin line
with the organization’s goals.

Informs everyone in his/her
own (part of the)
organization of the
applicable priorities, goals
and management decisions.

Does not succeed in getting
others to the point where
they bring themselves in line

with the organization’s goals.

Does not say whether
he/she considers it
important for others to
behavein line with the
culture of the organization.

Also has activities and
projects carried out that
can be considered ‘personal
interest’.

Allows lack of clarity to exist
regarding which decisions
have been made and which

priorities and goals are
applicable.
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Trustworthiness: Making and maintaining a favorable first impression on others; inspiring

confidence in others,

1) Acts in a self-assured manner appropriate for the situation.

Chooses clothes and external
care that are appropriate
for the position or situation
he/ sheisin ata particular
time.

Makes eye contact with
his/her discussion
partner.

Explains his/her own

standpoints without

hesitating or getting
stuck.

Uses a communication style
that is appropriate for the
situation or person.

His/her choice of clothes
and external care do not
show that he/she takes
account of the position or
situation.

Does not look at
his/her discussion
partner.

Hesitates and/or gets stuck
in substantiating his/her
own standpoints.

Uses a communication style
that is not appropriate for
the situation or person.

2) Interests others through contagious enthusiasm and making
acceptable, independent statements.

Speaks and moves in a way
that comesacrossto
others as self-assured.

Talks about subjects in a way
that comesacross to others
as powerful and self-assured.

Keeps the other person’s

attention through his/her

contagious, energetic way
of acting.

Talks about subjects that
are interesting to the other
person.

Speaks and presents
him/herselfin an
insecure manner.

Does not talk or talks in a

way that comes across

to others as hesitant or
not very powerful.

Does not interest the
other person when
he/she tells something.

Talks about subjects that
are uninteresting to the
other person.

3) Encourages others in the immediate work environment to
interest and influence others, partly by serving as an example.
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Identifies notable
matters in the way in
which an
employee/colleague
presents him/herself
and gives suggestions on
how this can be improved.

Encourages employees/
colleagues to devote
attention to making a
confidence- inspiring,

powerful first impression on
others.

Keeps the attention of
others in his/her
environment through the
way in which he/she tells
something.

His/her powerful, self-assured
manner of acting influences
the decisions and ideas of
others in his/her
environment.

Does not give the
employee/ colleague any
feedback on how he/she
presents him/herself and

how this
can be improved.

Does not urge employees/
colleagues to pay
attention to their degree
of impact.

Tells things in such a way
that the attention of
others around him/her
weakens.

His/her actions do not exert
any influence on the
decisions and ideas of others
in his/her environment.

4) Inspires and facilitates others also outside the immediate work
environment to represent the organization or part of the
organization properly, partly by serving as an example.

Expresses that he/she
considers it important for
employees to represent
the organization or part of
the organizationin a
proper and powerful
manner to the

‘outside world'.

His/her powerful, self-
assured manner of acting
influences the ideas of
others in the organization or
part of the organization.

Presents his/herideasin a
way thatinspires
confidence and comes
across as professional to
othersin the organization
or part of the organization.

Creates a distinct profile
for him/herself outside
the organization/part of
the organization, thus
demonstrably contributing
toward a positive image of
the organization/part of
the organization in the
market

[y

Does not communicate
whether he/she attaches
importance to a proper
external representation
of the organization or
part of the organization.

His/her not very
powerful or self-assured
manner of acting does
not influence other
people’sideas.

Presents his/herideasin a
way that does notinspire
much confidence and/or
does not come across as

very professional to
others.

Behaves outside the
organization or part of
the organization in a way
that does not help to
create a good profile of it
in the market.




Scale: ALL VARIABLES

Case Processing Summa

N %
Cases Valid 100 100.0
Excluded® 0 .0
Total 100 100.0

a. Listwise deletion based on all variables in the

procedure.

Reliability Statistics

Cronbach's Alpha

N of Items

.986

10
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Appendix 6

Data reliability

FREQUENCIES VARIABLES=g2 g3 g4 g5 g6 q7 g8 g1 g9 ql0
/ORDER=ANALYSIS.
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Scale: ALL VARIABLES
Case Processing Summa
N %
Cases Valid 100 100.0
Excluded® 0 0
Total 100 100.0




Case Processing Summa

N %
Cases Valid 100 100.0
Excluded? 0 .0
Total 100 100.0

a. Listwise deletion based on all variables in the

procedure.

Reliability Statistics

Cronbach's Alpha

N of Items

.986

10

FREQUENCIES VARIABLES=g2 g3 g4 g5 g6 q7 g8 g1 g9 ql0

/ORDER=ANALYSIS.
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Cumulative
Frequency Percent Valid Percent Percent
Valid st 2 2.0 2.0 2.0
> 26 26.0 26.0 28.0
laa 3 72 72.0 72.0 100.0
Total 100 100.0 100.0

Scale: ALL VARIABLES

Case Processing Summa

N

%

Cases

Valid
Excluded®
Total

100
0
100

100.0

100.0

.0

a. Listwise deletion based on all variables in the

procedure.




Reliability Statistics

Cronbach's Alpha

N of Items

.986 10

FREQUENCIES VARIABLES=g2 g3 g4 g5 g6 q7 g8 g1 g9 ql0
/ORDER=ANALYSIS.
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Cumulative
Frequency Percent Valid Percent Percent
Valid Jstia 2 2.0 2.0 2.0
e 26 26.0 26.0 28.0
lax 72 72.0 72.0 100.0
Total 100 100.0 100.0
Glay guibia Jly palASY) aa Jo iy
Cumulative
Frequency Percent Valid Percent Percent
Valid st 3 3.0 3.0 3.0
s 28 28.0 28.0 31.0
las s 69 69.0 69.0 100.0
Total 100 100.0 100.0
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Cumulative
Frequency Percent Valid Percent Percent
Valid Jstie 4 4.0 4.0 4.0
e 24 24.0 24.0 28.0
Jaa s 72 72.0 72.0 100.0
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Cumulative
Frequency Percent Valid Percent Percent
Valid Jsia 4 4.0 4.0 4.0
s 24 24.0 24.0 28.0
las 2 72 72.0 72.0 100.0
Total 100 100.0 100.0
Jard) clalbie dallas Ao AY) by
Cumulative
Frequency Percent Valid Percent Percent
Valid s 4 4.0 4.0 4.0
e 25 25.0 25.0 29.0
laa 3 71 71.0 71.0 100.0
Total 100 100.0 100.0
Or AT pa By cila gleal) Jalgiy
Cumulative
Frequency Percent Valid Percent Percent
Valid Jsfia 10 10.0 10.0 10.0
s 27 27.0 27.0 37.0
laa 63 63.0 63.0 100.0
Total 100 100.0 100.0
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Cumulative
Frequency Percent Valid Percent Percent
Valid Jstia 2 2.0 2.0 2.0
e 31 31.0 31.0 33.0
lax 67 67.0 67.0 100.0
Total 100 100.0 100.0
Lgua 2 9 ) g g Juanl 2ie Ayalu) LAY (8 7 gl it
Cumulative
Frequency Percent Valid Percent Percent
Valid st 5 5.0 5.0 5.0
s 22 22.0 22.0 27.0
las s 73 73.0 73.0 100.0
Total 100 100.0 100.0
Alnylia Jgud gl g Qs UL Janl) Al
Cumulative
Frequency Percent Valid Percent Percent
Valid Jsia 9 9.0 9.0 9.0
e 32 32.0 32.0 41.0
Jaa s 59 59.0 59.0 100.0
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Cumulative
Frequency Percent Valid Percent Percent
Valid Jsia 9 9.0 9.0 9.0
s 32 32.0 32.0 41.0
laa 59 59.0 59.0 100.0
Total 100 100.0 100.0
il sl g il B (e 23RS alla Ao g Jand) pdi ol paiady el A gipe adlay
Cumulative
Frequency Percent Valid Percent Percent
Valid st 3 3.0 3.0 3.0
s 23 23.0 23.0 26.0
las 2 74 74.0 74.0 100.0
Total 100 100.0 100.0
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