CHAPTER 6

Summary and General Discussion

The current dissertation presented four empiritadiss that aimed at answering the question
that was raised in the introductory chapter of thissertation: Are competencies a farce, a
fad, or a useful concept that should continuouglyubed in the future? We examined the
nature of the competency concept, its relevancd, isnuse in daily practice. In separate
studies we focused on the relationships betweenpetancies and constructs such as
personality and cognitive ability, and on relatioips between competencies and
effectiveness. Furthermore, we studied the predictialue of the different competencies
beyond other constructs including cognitive abidityd personality, and we focused on the use
of competencies in daily practice. The resultshaf studies were discussed in the separate
chapters. Here, the main conclusions are combinddsammarized. Furthermore, strengths
and weaknesses of the studies are discussed.

Competencies and Individual Characteristics
As pointed out in the introductory chapter as vasllin Chapter 1, little was known about the
nature of the competency concept. In other wordswas unclear which individual
characteristics are related to competencies. Aecltmk at the many different definitions
revealed that there was ambiguity surrounding titere of the competency concept. That is,
different definitions include different individuaharacteristics to describe competencies (e.g.,
Kurz & Bartram, 2002; Spencer & Spencer, 1993 Chapters 2 and 4 we were able to reveal
part of the nature of the competency concept bymaxiag the relationships between
competencies and competency dimensions and cograbuity, personality, and behavioral
aspects.

In Chapter 2, we examined competencies througleybe of psychologists. The study
was conducted in an assessment setting and thevdegegathered during a one-day selection
procedure. We wondered whether psychologists wmlidon cognitive ability, personality,
or assessment center exercise performance wheyy igiplicants’ competencies in the three
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competency domains Thinking, Feeling, and Powee fé@sults showed that, as expected,
cognitive ability contributes to competency ratirigsall three dimensions. The cognitive

ability measures appear to be the main predictbrihe competency dimension Thinking.

This is in line with previous research which aldmwed a strong relationship between
cognitive ability and competencies such as anadyaimd interpreting (e.g., Bartram, 2005).

The results of the study described in Chapterrthémore indicated that personality
aspects make a notable contribution to assessmgdmpetency dimensions Feeling and
Power. That is, the Big Five factors extraversiad agreeableness play an important role in
assessing the competency dimension Feeling, andBige Five factors neuroticism,
extraversion, and agreeableness were found to periemt in assessing the dimension Power.
Apparently, psychologists rate applicants as coemen the feeling area if the applicants
posses characteristics such as trust, altruismmthiarand assertiveness. According to the
psychologists, to be competent in the power areaapgplicant needs to be somewhat
dominant, energetic, and not inclined to trust eawth everyone.

In line with previous research (e.g., Gaugler, éhbisal, Thornton, & Bentson, 1987;
Schmidt & Hunter, 1998), assessment center exercigere found to be related to the
competency dimensions as well. More specificalggessment center exercise performance
was found to be an important predictor of competeratings in the Feeling and Power
domains. In fact, ratings on the competency dinmndgteeling were primarily based on
assessment center exercises. In sum, based oesthlesrdescribed in Chapter 2, we may thus
conclude that competencies in the Thinking domammaainly assessed based on cognitive
ability, whereas competencies in the Feeling anddPalomain are mainly assessed based on
personality and assessment center exercise perficena

In Chapter 4, competencies were again assessgsyayologists during a one-day
selection procedure. Although it was not the mam af this study, we were able to examine
the relationships between competencies and otldéridual characteristics measured during
the one-day selection procedure. Contrary to Chapten the study described in Chapter 4
we included six separate competencies insteadreé thverall competency dimensions. In
contrast to our findings described in Chapter 2, rislationships between competencies and
individual characteristics reported in Chapter 4reveomewhat smaller. The fact that in
Chapter 4 separate competencies instead of congyetbmensions were used may have
influenced the strength of the relationships foulsiihough it is argued that broad measures
have advantages over narrow measures (e.g., mpltanexory power and greater reliability;
Ones & Viswesvaran, 1996), narrow measures canueapmportant criterion variance
components that are obscured with general meaglisgs Guterman, Bleier, & Murphy,
2000). Thus, in our opinion future research shocdohtinuously focus on competency
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dimensions as well as on separate, more specdiopetencies in order to contribute to the
knowledge on competencies and their relationshifis ether constructs.

Even though the relationships reported on in Girapptwere somewhat smaller than
those found in Chapter 2, again competencies agsdowith the Thinking domain (analytical
ability and judgment) were found to be stronglyatetl to cognitive ability and competencies
associated with the Feeling (sociability and corsjmag and Power (perseverance and action
orientation) domain were found to be strongly matto assessment center exercise
performance and personality. Taken together, tlsellt®e presented in Chapters 2 and 4
partially replicate and extend the results of pvasi theoretical and empirical studies on
competencies and their underlying individual chemastics. In line with, for example
Bartram (2005) and Baron, Bartram, and Kurz (20€%, results indicate that competencies
are related to cognitive ability, personality, axs$essment center exercise performance.

Yet, despite the fact that the results of ChapZend 4 pointed out that cognitive
ability, personality, and assessment center exerpisrformance could be regarded as
characteristics underlying competencies, in Chaptée percentage of variance explained by
all predictors together was moderate. This inddteat there might be other individual
characteristics that play a role in assessing ctenpees. For example, previous studies have
shown that motives, values, and interests alsorrdéte what people do (e.g., McClelland,
1985; Winter, John, Stewart, Klohnen, & Duncan, &99t is thus arguable that motives,
values, and interests have incremental value imigiag competencies or competency
domains. We argue for future research to examieedle additional predictors might play in
assessing competencies.

The Predictive and Added Value of Competencies

In practice, competencies are often used to digisgeffective from ineffective performance
(e.g., Borman & Brush, 1993). As Kurz and Bartr&@(2) stated, “A competency is not the
behavior or performance itself but the repertoifecapabilities, activities, processes, and
responses available that enable a range of worladésnto be met more effectively by some
people than by others” (p.230). Although a direatk | between competencies and
effectiveness is assumed (e.g., Stogdill, 1948;n@o% Kouzes, 1988), up until now

relatively little research has been done to emagligicverify exactly which competencies are
related to effectiveness.

The studies described in Chapter 3 and 4 examihed relationship between
competencies and perceived effectiveness. In Chapte360-degree feedback inventory was
used in order to measure managerial competenciésTemagerial effectiveness rated by
supervisors, peers, and subordinates. The reswdtgesl that, as expected, supervisors, peers,
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and subordinates rely on different competenciesnwhéng managerial effectiveness of the
same manager. The competency ‘analytical abilityaswperceived as essential for
effectiveness by all rater sources. In the eyesugervisors, peers, and subordinates an
effective manager is one that analyzes problems distinguishes different elements.

Although the results described in Chapter 3 pdimtet that all rater sources value the
competency ‘analytical ability’, a rather dispergattern was found for the other
competencies. Besides analytical ability both supers and subordinates value compassion.
Peers consider sociability and perseverance tdhamcteristics of an effective manager. We
argue that these differences might be explainedlifigrences in situational demands and
rater’'s organizational perspectives.

First, as stated in the trait activation theoryg(e Lievens, Chasteen, Day, &
Christiansen, 2006) and in the competency demammbthgsis (e.g., Shoda, Mischel, &
Wright, 1993), situational demands influence anividdial’'s behavior. The trait activation
theory emphasizes situation trait relevance anghts@in strength. Situation trait relevance
refers to the type of information to which peopéspond in expressing a trait, whereas
situation strength refers to the persuasivenesbetmave in such a way that individual
differences in behavioral dispositions disappeatt(& Guterman, 2000). Thus, as Tett and
Guterman stated, “the behavioral expression ohi tequires arousal of that trait by trait-
relevant situational cues” (p. 398). The conceitfation strength is also incorporated in the
competency demand hypothesis in which it is stabed individual differences are small
whenever situations have demanding behavioral reopgnts in terms of competencies (e.g.,
Mischel & Shoda, 1995; Shoda et al., 1993). Extegpdhe trait activation theory and the
competency demand hypothesis to the present réseamc the relationship between
competencies and effectiveness suggests that nranagspond to different types of
information when interacting with supervisors, geeand subordinates, which, as a
conseqguence, activates different competencies.

Second, and in line with our first argument, défeces between supervisors, peers,
and subordinates may reflect legitimate differeniceperceptions of the manager’s various
roles (e.g., Borman, 1974; Toegel & Conger, 200an\Hooft, Van der Flier, & Minne,
2006). Several researchers have argued that #resrperspective might have an effect on the
performance ratings independent of effects suchads and leniency error (e.g., Pulakos,
Schmitt, & Chan, 1996; Scullen, Mount, & Goff, 200t his article on the validity of 360-
degree ratings Borman (1997) suggested that therthgee reasons why it is conceivable that
the rater’s organizational perspective might infice performance ratings. First, he suggested
that raters at different organizational levels waséerent dimensions, or that they define
dimensions differently when rating performance. @& he proposed that raters from
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different levels use similar dimensions in asseggearformance, but that these dimensions
are weighted differently. A third reason suggesgdBorman (1997) is that raters from

different organizational levels tend to disagreethair ratings due to the use of different
samplings of ratee behavior when rating performa@millen et al. (2000) showed that

perspective related effects are especially presesupervisor and subordinate ratings. To
further examine these possible explanations, weeafgr future research on the effects of
situational demands, rater’'s organizational perspes; and possible biases on the
relationship between competencies and effectiveness

All in all, competencies appear to explain a ratlege part of the variance in
perceived managerial effectiveness. We need to keepind, however, that although the
study is based on a 360-degree inventory incorppgyatifferent raters, the results on the
predictive value of competencies are based on -w®s$onal and common-source data.
Keeping in mind the disadvantages of the use ofnsomsource data (e.g., Podsakoff,
MacKenzie, Lee, & Podsakoff, 2003), in Chapterglng multi-source and multi-method data
collected at multiple time-points, we extended oesearch on the relationship between
competencies and perceived effectiveness. We wbklke @ study competencies in an
assessment context and to measure perceived effieetis in a work-related context nine
months after the assessment of competencies tack.pl

The study on the uniqueness of competencies idigineg perceived sales and
managerial effectiveness, described in Chaptethdwed somewhat different results with
respect to the relationships between competenai@égearceived effectiveness than the study
described in Chapter 3. Perceived sales effectsgenas found to correlate significantly with
the competencies ‘sociability’, ‘perseverance’, dmction orientation’. Perceived managerial
effectiveness was found to correlate significanthith ‘analytical ability’, ‘judgment’,
‘sociability’, and ‘perseverance’, and marginallygrsficant with ‘action orientation’.
However, hierarchical regression analyses showatl ribne of the separate competencies
explains a significant proportion of the variancesales effectiveness. The competencies
‘judgment’ and ‘perseverance’ were found to conité marginally to the prediction of
managerial effectiveness. Furthermore, in conti@she results described in Chapter 3, the
results described in Chapter 4 show that competé&r@lytical ability’ is not a significant
predictor of perceived managerial effectiveness.

A possible explanation for the differences in fissteported in Chapters 3 and 4 might
be found in the fact that in the study describecirapter 3 we used common-source data,
while in Chapter 4 the results were based on nsoltircce data. In the study described in
Chapter 4, competency ratings were provided bylpsggists based on the results of a one-
day assessment procedure and ratings of percealed and managerial effectiveness were
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provided by employers nine months after the assesssiook place. Thus, in the study
described in Chapter 3, both competency and pexdedifectiveness ratings were provided
by the same source. This may have inflated theioakhips found (e.g., Podsakoff et al.,
2003).

In Chapter 4 we were furthermore able to examimeadded value of competencies
beyond cognitive ability, personality, and assesgnuenter exercise performance. While
large meta-analyses have shown that cognitivetgbiliersonality, and assessment center
exercises are the main predictors of job perforragecg., Barrick & Mount, 1991; Schmidt
& Hunter, 1998), other studies focused on the adddde of the competency concept (e.qg.,
Goffin, Rothstein, & Johnston, 1996; Lievens, HarrVan Keer, & Bisqueret, 2003).
However, none of these studies has examined thedaddlue of competencies beyond
cognitive ability, personality, and assessment areakercise performance in an assessment
context. As such our study contributes to the agsliterature. Based on previous research,
we expected competencies to explain an additioslgd the variance in effectiveness above
and beyond the traditional predictors (e.g., Bantra005; Goffin et al., 1996).

The results of the study described in Chapter @éwskd that competencies indeed
explained a unique portion of the variance in peem sales and managerial effectiveness
beyond the other predictors, such as cognitiveitgbipersonality, and assessment center
exercise performance. In other words, competergigsadd to the prediction of perceived
sales and managerial effectiveness. In line wigvipus studies (e.g., Goffin et al., 1996;
Lievens et al., 2003), competencies could thusdmesidered unique predictors of sales and
managerial effectiveness. Taken together the canpits explain about 5% of additional
variance in perceived sales and managerial effaogiss. Although this percentage is in itself
rather low, it represents a significant contribotim the prediction of perceived sales and
managerial effectiveness. Moreover, our findings iar line with previous research on the
contribution of competencies to the prediction fié&iveness in which similar percentages
were reported (e.g. Goldstein, Yusko, & Nicolop@lo2001; Offermann, Bailey,
Vasilopoulos, Seal, & Sass, 2004).

Remarkably, cognitive ability was not found todsignificant predictor of perceived
sales or managerial effectiveness. Neither verlwail abstract reasoning plays a role in
predicting sales effectiveness. Furthermore, contaour expectations, the results show that
only extraversion is related to perceived salesctiffeness. Contrary to our expectations that
were based on previous research (e.g., Vinchuripfetann, Switzer, & Roth, 1998), no
relationships were found between conscientiousaedssales effectiveness. In addition, only
neuroticism was found to be negatively relateddmcgived managerial effectiveness. Neither
extraversion nor openness was found to play aimgbeedicting managerial effectiveness.
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A general explanation for the absence of the eperelationships may be found in
the fact that employers were asked to rate sakésreamagerial effectiveness regardless of the
type of job. It might thus be that some employated sales and / or managerial effectiveness
while the job was not a typical sales or managegola) but, for example, a job with only a
small sales or managerial component. Our findingg have been different if the focus of the
study had been on specific sales and managerisl YWk therefore advocate for future studies
using more specific samples.

In addition, there might be a more specific explema for the absence of a
relationship between cognitive ability and bothnfigrof perceived effectiveness. We propose
that the relationship between cognitive ability afiictiveness might, at some point, reach a
limit or threshold beyond which the predictive wditly of cognitive ability decreases.
Previous studies have focused on the existenceiaf a curvilinear relationship between
cognitive ability and criterion measures (e.g.,IKeCortina, 2001). First, it might be that the
cognitive ability of the applicants included in aample reaches the proposed threshold value
since it are all applicants with a rather high lesfeeducation. As a result cognitive ability is
of less importance and the predictive validity ofoitive ability might decrease. Second, the
nine month time-lag between the measure of cogndbility and effectiveness might also be
responsible for the absence of the relationshigvéeh cognitive ability and effectiveness.
Following Ackerman (1987, 1988) and Keil and Cati{2001), we argue that the predictive
validity of cognitive ability may deteriorate ovieme. Based on their results, Keil and Cortina
(2001) concluded that this deterioration was ngietielent upon ability-task characteristic
combinations as was suggested by Ackerman (19838)19n sum, for several reasons the
existence of a curvilinear relationship might offem explanation for the absence of the
expected relationship between cognitive ability afigéctiveness in the study described in
Chapter 4. It might also offer an explanation fbe tambivalent findings regarding the
relationship between cognitive ability and effeetiess reported in the previous studies (e.g.,
Bertua, Anderson, & Salgado, 2005; Vinchur etE)98). It would be interesting to elaborate
more on the curvilinear relationship between cogaitability and effectiveness in future
research.

All in all, though critics have expressed theirncern about the value of the
competency concept in practice (e.g., Barrett &ibefp 1991; Hollenbeck, McCall, & Silzer,
2006) competencies do seem to be predictors oepeat sales and managerial effectiveness.
Furthermore, competencies do have added value @digiing sales and managerial
effectiveness beyond traditional predictors, sustt@gnitive ability and personality. It thus
seems worthwhile to continue the use of competsnicéhnuman resource practices such as
selection and assessment.
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The Competency Concept in Practice
We believe that, since competencies are so widghfied and since they seem to contribute
to the prediction of effectiveness, it is importémstudy competency applications in practice.
For that reason, in the fourth empirical study, ahhis somewhat distinctive from the first
three empirical studies, we focused on one of thetiwell known competency applications,
namely competency management. As mentioned in ritreductory chapter competency
management can be described as an integrated deinmdn resource activities aimed at
optimizing the development and the use of employempetencies in order to increase
individual effectiveness. Subsequently, an increasedividual effectiveness is expected to
contribute to the realization of organizational Igoand to organizational effectiveness (e.g.,
Van Beirendonck, 1998). Competency management gag Bbout many advantages for the
organization (Becker & Huselid, 1999; Heinsman, goan, & Van Muijen, 2005). Whether
or not an organization can profit from these adzges is dependent upon the way
competency management is implemented. The studyrided in Chapter 5 examined the
effects of two implementation approaches, nameiyprogment and control, on the use of
competency management using both a survey ancharszstudy.

Both the survey study and the scenario study stidhvat the commitment approach,
in which competency management is implemented bwtip, has a more positive effect on
employee attitude and perceived behavioral coritiah the control approach, in which
competency management is implemented more top-dofvncommitment approach,
characterized by involvement and participation dgiglmut the organization, thus not only
results in a more favorable attitude towards coem®t management but also increases
employees’ feelings of behavioral control. Moregviire results consistently showed that
attitude and perceived behavioral control medihte relationship between the commitment
approach and the use of competency managementhém words, due to the fact that a
commitment approach increases a positive attitude feelings of control, the use of
competency management by employees is increased.

Contrary to our expectations, competency managewas not found to be used more
frequently when competency management was implesdenith a commitment as opposed
to a control approach. Although the scenario stedgaled that competency management is
used more extensively when competency managementpiemented with a commitment
approach rather than with a control approach, goifstant difference between the both
approaches was found in the survey study. Thustethdts did not consistently support the
idea that competency management would be more sx&dy used when involvement and
participation, as opposed to control and order, kag elements of the implementation
process.
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It might be argued that there are concepts otraer attitude and perceived behavioral
control that influence the relationships betweesn ¢cbmmitment and control approaches and
the use of competency management. Trust, fairrsess,justice are, for example, concepts
that are known to influence outcomes relevant tgamoizations, such as performance,
organizational citizenship behavior, and organaal commitment (e.g., Dirks & Ferrin,
2002; Tyler, 1999). In addition, previous reseatws established relationships between
commitment and control, and trust, fairness, arsiga. To some researchers trust can be
considered a substitute to control (e.g., Bijlsm&&n de Bunt, 2003). That is, the higher the
degree of trust in a certain relationship, the lote costs of control mechanisms, such as
monitoring (e.g., Cummings & Bromiley, 1996). Otheronsider trust and control to be
parallel concepts and suggest that trust levelsenabe the effect of control mechanisms in
determining the control level (e.g., Das & Teng98p Similar arguments may hold for
fairness and justice. Fairness and justice are kntmnincrease cooperative behavior and to
decrease resistance (e.g., Lind & Tyler, 1988; Myl®99). Thus, it might again be argued
that the higher the perceived fairness and justieelower the need for control mechanisms.

Based on the studies described above, it seemsteassume that the concepts of
trust, fairness, and justice and the concepts ofincibment and control are interrelated.
Considering the results of previous studies, weuarghat implementing competency
management with a commitment oriented approach tiighuce feelings of trust, fairness,
and justice, while implementing competency managenméth a control oriented approach
might have the opposite effect. Moreover, previoesearch has shown that trust, fairness,
and justice are highly related to attitudes, interd, and to behavioral outcomes (e.g., Costa,
2003; Dirks & Ferrin, 2002; Lind & Tyler, 1988). \#lying the relationships between
commitment and control approaches towards compgteramnagement, and concepts such as
trust, fairness, and justice in order to simulae ise of competency management thus seems
worthwhile.

The fourth empirical chapter was in part basedA@men’s (1985, 1991) Theory of
Planned Behavior, in which intentions are expedtednediate the relationship between
attitude, perceived behavioral control, and subjechorm and behavior. Due to the cross-
sectional character of both studies we were unibtest the mediating effect of intentions.
Since the scenario study was hypothetical in natweedid measure the effects of the
commitment and control approaches on the intentibruse competency management. It
would be interesting for future research to studg telationships between commitment,
control, attitude, perceived behavioral controk tintention to use, and the actual use of
competency management longitudinally. Furthermae argue for future research to focus
on the use of competency management by, for examyeagers. By integrating the results
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of the present study with results of future studmsommendations can be made to increase
the use of competency management at various ldwelgghout the organization.

Strengths and Weaknesses
Each research method has its strengths and liongtNaturally, the strengths and limitations
of the method chosen will confine the conclusidma tan be drawn. Thus, we used various
methods so that the strengths of one method coutdpensate for the weaknesses of the
other. In the first empirical study, described inapter 2, we studied competencies in the
context of a one-day assessment procedure. Therehtf assessment center components and
the competencies were assessed by different ratetswith different method resulting in a
multi-source and multi-method approach. In Chaptesre recognized that different raters may
provide the same manager with different competemy effectiveness ratings. We therefore
used a 360-degree feedback method to study th&oredhip between competencies and
effectiveness. Competency and effectiveness ratfgaipervisors, peers, and subordinates
were compared. Thus, again we adopted a multi-secapproach. Yet, due to the relatively
small sample size the predictive value of compeésnevas studied in a common-source
manner.

In Chapter 4, competencies and effectiveness steidied using a multi-source and
multi-method approach. Furthermore, measurements a@nducted at multiple time-points.
Competencies were assessed by a psychologist dumg-day assessment procedure while
perceived sales and managerial effectiveness vesessed by the employer nine months after
the one-day assessment procedure. Consequentlyereeable to examine the link between
competencies and effectiveness in the long ternrebeer, in addition to the study described
in Chapter 3, this study enabled us to examingtédictive and added value of competencies
when both competencies and perceived effectiveness rated by different sources. Chapter
5 provided the advantage of triangulation (e.gnZe 1970; Jick, 1979). By comparing the
results of a cross-sectional survey and a scemaperiment and by incorporating different
types of participants we optimized the validityesgth, and interpretative potential of the
research described in this chapter.

Although multi-source and multi-method approaclaes known to result in more
robust and generalizable set of findings (e.g.,n8aea & Williams, 2000), the studies
reported on in this dissertation are not withouatitations. The limitations of the individual
studies have been discussed in the separate chapkare are, however, several limitations
that were reported in more than one study. Theskaliions will be discussed in more detail
here.
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A first comment should be made on the competeonogept’'s clarity. As pointed out
by an anonymous reviewer, due to the confusionosading the competency concept it
seems as if competencies and outcome measuresas@ttectiveness, overlap. Furthermore,
the competency concept has been applied in mafgrelit areas as an alternate for other
basic concepts including knowledge, skills, alatiKSA’s), and performance dimensions.
As a result there is a lack of conceptual clafityorder to contribute to the conceptual clarity,
we have tried to separate the competency conaapt dther basic concepts such as cognitive
ability, personality, and effectiveness. In theser studies we tried to shed a light on the
competency concept by identifying underlying chegastics and we examined its
relationship with the outcome measure perceive@ctffeness. The studies show that
competencies are indeed related to, but do not éwérlap cognitive ability, personality, and
assessment center exercise performance. Moremmapetencies contribute to the prediction
of perceived effectiveness beyond cognitive abilipersonality, and assessment center
exercise performance. This indicates that indeethpetencies and effectiveness are
distinguishable. However, future research showddttes conclusion more extensively.

A second comment should be made on the way inhwdoenpetencies were measured
in two of the four empirical chapters. The competemeasures in Chapters 3 and 4 were
based on single items. Single-item measures haetvexl their share of criticism, especially
regarding their psychometric properties. The pnuislevith the psychometric properties are
discussed by, for example, Nagy (2002), Robins,dter& Trzesniewski (2001), and Woods
and Hampson (2005). It is argued that single-iteeasares are less reliable than multiple-
item measures and that estimates of internal itiabannot be provided. In addition, single-
item measures are thought to have moderate cooredatvith scale measures. In contrast,
advocates of single-item measures have shown liaatthe reliability of these measures is
acceptable (e.g., Wanous & Hudy, 2001), that ¢atecorrelations are comparable with those
of multiple-item measures (e.g., Woods & Hampsd(35), and that single-item measures
might have incremental validity compared to muéjtem measures (Nagy, 2002). In line
with this, single-item measures have proven to deable in measuring different concepts,
such as job satisfaction (e.g., Wanous, Reicheildué&y, 1997), personality (e.g., Paulhus &
Bruce, 1992; Woods & Hampson, 2005), job insecuféyy., De Witte, 1999), and self-
esteem (e.g., Robins et al., 2001). In additionglstitem measures are cost effective, they
avoid boredom, and they prevent participant fatigug., Nagy, 2002). Partaking in empirical
studies is often without reward and thus the sihdtie study, the lower the threshold to
actually participate voluntarily. Considering th@oae, we are of the opinion that it would be
interesting for future studies to incorporate baihgle and multiple-item measures of
competencies.
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A third comment should be made on the relativehals sample sizes of the studies
described in Chapters 3 and 4. Chapter 3 was based total sample of 98 managers of
whom competencies and effectiveness were assegsggbrvisors, peers, and subordinates.
When comparing the ratings of the different sub{das) pairwise deletion caused a drop of
the number of raters per comparison. In Chaptehe& ,number of participants was limited,
partly due to the fact that measurements were adeduat multiple time-points. We
examined the added value of competency ratingssessing the perceived effectiveness of
about 110 participants nine months after they hadigipated in a one-day selection
procedure. In both studies, the small sample smag have influenced the power of our
analyses and, consequently, this may have influbttoe strength of the relationships found
(Cohen, 1992). More effects might have been sigaifi had the sample sizes been larger. At
the same time, it also means that the effectswatid find need to be replicated across
larger samples to test robustness. Neverthelessutiised above the multi-source, multi-
method, and longitudinal nature of the studies tmaygonsidered great advantages.

A fourth comment should be made on the fact thastrof the data were collected in
collaboration with a single consultancy firm. Asesult we used rather specific competency
taxonomies containing either 21 separate compeatentiat could be classified into three
competency domains or containing six broad competsn Although the competency
domains and the separate competencies showed stiddsteverlap with classifications used
by for example Bartram (2005), Borman and Brus®%nd Tett et al. (2000), the use of
data collected in collaboration with a single cdtamcy firm might have influenced the
generalizability of our findings. It would be ingsting for future studies to use data collected
in collaboration with more than one (consultanagnfand to incorporate other competency
taxonomies.

Finally, the design of most of the studies desdin the empirical chapters did not
allow testing for the directionality of causal medaships (with the scenario study described in
Chapter 5 as an exception). We would like to nbts twhere causality is implied, it is
assumed based on theory and previous work rathernésted here.

Despite these limitations, the results of our feonpirical studies have some important
practical implications. First, the fact that weaddished relationships between competencies
and cognitive ability, personality, and behaviaaapects, in an assessment setting as well as
longitudinally, suggests that the aforementionednponents might be regarded as
components underlying competencies. In other wocdgnitive ability, personality, and
behavioral aspects might be considered a compétemheylding blocks. In line with the
definitions of, for example, Boyatzis (1982) andrKand Bartram (2002) a competency can
thus be described as a conglomeration of diffeneditvidual factors. This is an important
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conclusion for practitioners that are somehow iwgdlin assessing competencies. Knowing
what to assess will naturally improve the accurang thus the quality of the assessment.
Furthermore, the results of the studies showeddhah competency or competency domain
has a main predictor (e.g., cognitive ability foe ttompetencies in the Thinking domain and
personality for the competencies in the Power dajnarhis knowledge might help
practitioners when assessing competencies or cempetiomains.

A second practical implication can be found in tekationship between competencies
and effectiveness. Being aware of the competenbsindividuals, employed in different
organizational positions, must possess in orddretperceived effective by their supervisors
as well as by their peers and subordinates formgn@ortant starting point for selection
procedures and processes of performance apprafslcompetencies that are considered to
be prerequisites for effectiveness should playrdrakrole during selection and performance
appraisal.

A third practical implication that ensues from #m@pirical research described in this
dissertation lies in the use of competency managenmene of the most well known
competency applications. Organizations that arenniey to implement competency
management should keep in mind that involving erygds will contribute to a positive
attitude towards competency management and a séngerceived behavioral control. In
turn, a positive attitude and a sense of percedadtavioral control are responsible for the use
of competency management by employees. Organizatiat already work with competency
management may consider influencing employee d#ifand increasing perceived behavioral
control, for example by offering additional infortitm on competency management or by
initiating workshops on the use of competency maneant. This might result in an increase
in the use of competency management throughoudrtfenization.

Competencies: Farce, Fad, or Future?

As outlined above, competencies are based on cogrability, personality, and behavioral
aspects. Moreover, competencies are related tate#eess. Finally, based on the results
presented in this dissertation, we may conclude toenpetencies do contribute to the
prediction of effectiveness. Using competenciea @sedictor in addition to other constructs
including cognitive ability and personality doesuk in a better prediction of perceived sales
and managerial effectiveness. So, based on themek; strengths, and weaknesses discussed
above we are able to answer the main questionwiaat formulated in our introductory
chapter, namely whether the competency conceptbeaconsidered a farce, a fad, or a
concept that should be used in the future. Giverfdht that competencies are firmly based on
individual characteristics and given their conttibn to the prediction of effectiveness, we

117



Chapter 6

believe that it is safe to argue that the compsgt@oncept could be fruitfully further used in
the future. We are of the opinion that the usehefdompetency concept contributes to human
resource practices, such as assessment, selepgoiormance appraisal, and individual
development in several ways.

First, competencies may be considered a commomuéaye or a way of
communicating within organizations. This is emphedi by the use of competency
taxonomies and competency dictionaries. Commumgain terms of competencies has
several advantages. By using such taxonomies atidrtiiries a common frame of reference
is created. In addition, communicating in termscoimpetencies is less entangling than
communicating in terms of, for example, cognitivbility and personality on which
competencies are found to be based. Competenei@®acepts that are easy to grasp and that
appeal to one’s imagination, partly due to the w$ebehavioral anchors. The use of
competencies might thus enhance clarity, and eadesamulate communication between
employer and employee.

Second, by using competencies specified in behavamchors, practitioners are given
detailed insight in behaviors required to reaclerain level of competence. Additionally, the
use of competencies and their behavioral anchorgplifies the identification of one’s
strengths and weaknesses and as a result spaefi@hmendations can be made for personal
development. Furthermore, as we have shown, comgete are related to effectiveness.
Moreover, they contribute to the prediction of effeeness. As such competencies provide
direct insight in the behaviors required to be dffee. As we all know, individual
effectiveness might contribute to organizationdafveness. All in all, competencies seem
to stimulate a result oriented as well as a devaty oriented climate in which individual
and organizational goals are linked.

In sum, given the advantages of competencies ampetency management outlined
above, it is expected that competencies will cagino play an important role in human
resource practices in the future. Debates aboutiseéulness or uselessness of competencies
will probably always remain (e.g., Hollenbeck et 2D06). Yet, we believe that, based on the
results of the studies described in the presesedition and based on the practical relevance
of the concept, we may conclude that the competeoncgept should not be considered a
farce. Rather, we would like to refer to competea@s a fad with a future.
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