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Coding competencies from behavioral-event interviews accordingpredict success among high-level executives (Boyatzis, 1
the principles of a new approach to assessment (McClelland, 19%3ugh many of these studies remain unpublished; in con
produces assessments that are reliable and validly associated Witftcess at this level is seldom related to scores on aca

success as an executive. These assessments are not influen ‘ﬁ’i‘téﬁfgence tests. Also, Hogan, Hogan, and Roberts (1996)
length of protocol or by performance in the preceding year. Bias is npt ' ' '

a problem if both the interviewer and the coder are blind to exec

success. In contrast to a traditional psychometric approach base
regression analysis, an algorithm based on competency scores

dicted managerial success and improved performance across a

ber of samples. This algorithm identified potential outstandirtey :
performers as individuals whose scores reached designated tippWnter et al., 1981), such tests have not seen wide accep

points within clusters of substitutable competencies. Experts’ |
ments of competencies needed or shown by executives in variou

tions agreed only moderately with competencies shown tg

important by the data from behavioral-event interviews.

Where does the competency-assessment movement
today? Certainly it has come a long way from 1973, whé
(McClelland, 1973) argued that competency assessment s
be developed as an alternative to academic-type intellig
testing, which was failing to account for successful per
mance, especially in high-level executive positions. This \

was strongly challenged by Barrett and Depinet (1991) on {ao

grounds that intelligence tests were doing a good job and

was no evidence competency testing was any better. Neve

less, evidence showed that Scholastic Assessment Test

and mathematical scores yielded zero or negative path c
cients for later occupational success in law, medicine, busi
and teaching (Whitla, 1975) among students in an excellen
eral arts college, whereas competencies acquired in colleg
predict those same criteria of occupational success (Wi
McClelland, & Stewart, 1981). Furthermore, consulting com
nies, like McBer & Company, have completed dozens of stu
showing that competency measures drawn from interv
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ivemonstrated that personality variables unrelated to intellig
are related to occupational success, though rarely at the
h executive levels involved in the McBer studies.
numAlthough researchers have attempted to develop comp
irfgy tests for wider use on large samples (e.g., McClelland, 1
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uckp far. However, the interview method of assessing compg
5 pies- has been widely accepted and has led to a signif
&%ount of research, which can be used to test its strengths and
weaknesses. Furthermore, of all methods, this one comes clos-
est to implementing the four propositions | put forward
S{M{OCIeIIand, 1973) as the basis for a new approach that would
arP‘F favorable to good competency assessment: (a) It should start
18YJF8 exploration of particularly operant measures of thoyght
action associated with the criterion—in this case, greater
b) it
por-
t life outcomes (e.g., occupations, health, family and social
tHgﬁa education); (c) the competencies assessed should be
ﬂgéi_ned and described in ways that reflect important |life
é}kagpges or learning; and (d) how to improve on the competen-
38@-3 should be studied, and made explicit and public. It|can
1é§§dily be seen how this approach differs from those in which
; p§crecy is required to protect the integrity of the test scores (as
ei'aibQ testing), or in which someone is simply rated on a com-
nféq}ency, without getting information about the behaviors| on
pg/_hich the rating was based—information that could lead to
diggoroved performance.
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fopuccess in high-level executive and managerial positions;

ie’%]ould assess clusters of criteria of success in clusters of i
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THE BEHAVIORAL EVENT INTERVIEW
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The Behavioral Event Interview (BEI) is an adaptation
:fﬁ'_e critical-incident interview originally developed by Flar
ggan (1954) and later elaborated by Dailey (1971) and, €
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cially as employed in the present study, Boyatzis (1982).|The
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BEI was designed as the mokixible way to discwer differ-
ences beteen tvwo types of job incumbentshose vihho have
been nominged by knowvledgeable judges as outstanding (O
and those Wo hare been nomirtad less often or nott all
(referred to as typicall). This goproad is used because pe
ple agree moe readiy on who is outstanding than onhat
makes them outstandingnd because limg judges ete char
acterstics supposedl relaed to success dther than ating
actually successful people) mighesult in a biased iterion.
Geneally, the O goup is in the top 5% to 10% of theezu
tives,and theT group indudes the na 11% to 25% of the
executives.

In specialy designed intefiews, the O andT groups
descibe, in their avn words,wha they said thought,felt, and
did in six eisodes—thee positvte and thee ngative—a
work. Standadized pocedues ha&e been estdished br
ensuing inteviews ae compasble (Spencer & Spence
1993). The inteviews ae recoded typed up,and coded dr
various darmcterstics. What is unique bout this gproad is
tha the competencies ardefned and then edefned to
improve the dgree to vhich they distinguish betwen O and
performers on paticular jobs. If a competegds found to dif
ferentigde these tw groups acoss samples ofxecutves, it
becomes paof a standalized dictionay of competencies.

When BEI tanscipts ae used in theafshion just desitred
they have an &ploratory puipose br constucting competenc
models.Tha is, the compason of O andl groups allevs the
development and defition of competencies thalifferentide
the two groups. In adition, BEI transcipts can be used as &
assessment tool.oF example as | discuss tar, transcipts of
applicants br executive positions can be saat for previously
defined competencies to help identifyhieh goplicants hae
the gedest potentialdr success.

Currently, competencies arcoded bothdr frequeng of
occurence in the inteiew (Boyatzis, 1982) and dr the level
of complity or scope awhich they are displged (Spencer &
Spencerl993). for example a competengclabeled Impact ana
Influence is sca@d wheneer the peson desdbes using delib
erate influence sistegies or tactics. It is sced d a lov level
for “Takes a single action to parad¢ at a higher lgel for
“Takes nultiple (two or moe) actions to psuad¢ and & a
still higher level for “Uses complg influence stategies,assem
bles political coalitionsetc”

Average interjudg@ agreement ér well-trained codes
across a ariety of competencies is in tharrge of 74% to 80%
for maximum level and fequeng of occurence (Bgatzis,
1982; Nygen & Ukertis, 1993). Motavidlo et al. (1992)
reported high sthility of their competeng ratings acoss tvo
interviews for lower level emplyees,and Bgyatzis, Cowen,
Kolb, andAssocides (1995) eported signifcant staility for
ratings of some competencies @ss 2 yars for husiness-
sdhool students.

Within the limits set ¥ the standal procedue, interview

interviews, the scoes br 22 competencies had avesge cor
relaion with interview length,afterZ transbrmations,of r = .06
) (SD=.07) or the fequeng measue andr = .04 §D=.05) for
the maxinum-level measue.
To eliminae the possibility of biagieither the people inter
viewed, the inteviewers, nor the codex knav who has beer
nominded as outstanding or typical.

o]

OVERALL TESTS OFVALIDITY DRA WN FROM
PREVIOUS COMPETENCY RESEARCH

The &vidence of walidity lies in whether a high sceron a
competeng measue is moe often associad with successfu
performance aass a wiety of positions than one auld
expect ty chance Table 1 lists 12 competencies ¢fn the l&
est evision of Spencer and Spensrl993, dictiona) tha
most often emee as walidaed diferences beteen O andr
performers. The tdle summaizes the parentaye of times edt
has diferentiged betveen O andl' samples of xecutives or
professionalsThe dda come fom moe than 30 dierent oga
nizeions and may different types of xecutive positions,
including manaers, salespeoplemining geolagists, banlers,
restauant mangers, and heads of long- and shoem health
car units.The rumber of pesons in edt compaison \aried
from 8 to 78with a median of 12. In most competgrassess
ment pojects,more O perbrmers thanT perormers ae inter
viewed, in a ratio of 3:2,because therae moe ways of being
outstanding than typicalThe compasons summazed in
N

-

Table 1. Validity frequenciesdr core Behaioral Event
Interview competencies

Measue
Competeng Level Frequenyg
Achievement Oientaion 42%* 66**+*
Analytical Thinking 42** 41>
Conceptual (Inductve)

Thinking 31+ 47>
Developing Othes 38* 47>
Flexibility 35* 26*
Impact and Infience 46** B7***
Information Seeking 35* 41%**
Initiative 31+ 48**+*
Intempersonal Undestanding 31+ 32*
Organizdional Awareness 31+ 27*
Self-Confdence 46** 58***
Team Leadeship 42%* 30**

Note The rumbes in the thle ae the pecentae of compasons in
which eat competeng differentided the outstanding (O) and typical
(T) groups in the xpected diection,p < .10. For level, there were 26
compaisons br eat competeng and br frequeny, there were 64.
The epected diection was a geaer level of competengcor a higher
frequeng for the O goup than thd group.

+p < .10. *p < .05. *p < .02. **p < .001.

length does not &dct competencscoes. or a sample of 251
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Table 1 ae based on competgrassessment ta from 238
persons tassifed as outstanding and 225 consatktypical.

For eat competeny; information was aailable for a sam
ple of 64 O-ersus-T compasons of fequeng and 26 O-
versus-T compasons of maximm level. The pecentayes of
positive validities ae well above the 10% kance lgel for most
of the competencies ifable 1.

Although these da testify to the weerall validity of these
competencieshey also shw tha ary one competencis not
valid in all situaions. The tdle lumps tgether \ery different
occupdions,and competencies thare \alid for predicting sue
cess as a baek for example are not likely to be \alid for a
mining geolagist. When enough caseseaevailable, it will
become possle to compae O andT groups within g@neal
types of &ecutive positionssud as saledjnance and peson
nel positionsso tha one might be lale to identify competen
cies tha cross-alidae within these dagories.

Furthemore, even eecutives of the same type mavork in
significantly different oganizdional dimates. For example the
need br Achievement (omn Achievementas measwd with the
Themadic Apperception Test, or TAT; see McClellandAtkin-
son,Clark, & Lowell, 1953) gneally relaes to engpreneur
ial behaior and success (see McClellan#l961). Thus,
Andrews (1967) long go shaved thain one lage oiganizaion
that emphasied entepreneuship within decenalized units,
highern Achievement @propriately was assoctad with man
ageral success. In another ¢gr compay, Andrews found tha
n Achievement vas not associed with succesdut an &amk
naion of dimate shaved oganizaional darity was signif-
cantly lower in the second compam hus,manaers with high
n Achievement in the second compawere rendeed inefec
tive because tlyedid not knev clealy what they were sup
posed to be doing

In a paticular compaison of O and” groups,the focus is sel
dom on a single competgnbut rather on the pidem of compe
tencies thashav significant diferences. In the 26 ganizdions
where competenc levels were studied @sults summazed in
the left column offable 1),0 andT groups alvays sheved sig
nificant diferences on mer than one competencThe ang
was fliom 3 to 14 signi€ant diferenceswith a median of 8; in
85% of the gganizdions, there were signifcant diferences in
level on six or mag competenciepK .10 in the pedicted diec
tion). A study by Nygren and Ulritis (1993) illustetes hav a
seres of diferent individual competencies can also berked
into an werall meaningful ptiem tha explains in an intgrated
fashion has the moe successfulbecutves gpproaded their job
in the contet of the paticular institution studied

Competeng scoes mg also be intgoreted in eldion to
computeized noms of \arious typesalthough suls noms—
based on ggregated daa from maiy positions and @aniza
tions—ae not of nuch value because tiiehare no werall
validity. Raher, a compawy usualy wants to kna whether the
patticular competencscoes it mg consider usingdr assess

ment puposes & relaed to job success in itsva omganiza
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tion. For this pupose a compay needs to usthorms” based
on mangers ha/ing the sameale or function,in successful
companies of the same type

The BEI competencies theelate signifcantly to manaeri-
al success diér from case to casbut does themean no gn
eralizations can be made as toh& combindions of
competencies will @dict success amss samplesven within
the same compgR In fact,some @nearlizaions ae possilke,
because competencies withinte@n bioad céegories mg sub
stitute br ead other For exkample unusual indvidual initigtive
can be eflected in either ffing to do things better (Ageve-
ment Orentdion), planning and thinking ahead (Initixze), or
seeing things in a melight (Concgtual Thinking). Similaty,
the aility to work well organizaionally can be epresented ¥
influencing other people (Impact and lugnce),by under
standing oganizdional politics (Oganizdional Awareness)pr
by shaving Team Leadeship.

Thirteen studies of magars were examined to see kether
the O goup séisfied the bllowing algorithm: mean fequeng or
maximum-level scoe signifcantly higher than thizof theT man
agers (a) on tleast one of the initiave and one of the ganiza
tional competencies and (b) on a total nkefcompetencies
drawn from the list inTable 1.The O goups in 11 (85%) of the
studies stsfied this algrithm, compaed with ony 1 out of 8
(13%) studies of indidual contibutors, tha is, technical and
professional pesonnel suie as golagists,consultantsand insuy
ance aters (p < .01 r the diference in popotions).Thus,com
peteny algorithms tha are associgd with success inavious
types of g&ecutive positions can beifind ly using the gnciple
of substitutaility; that is, a \vaiety of different ut functionaly
equialent altengive pedictor \ariables mg be elaed to an
outcome dterion. To some gtent, therefore, different compe
tencies can substituterfeat other

D

PERFORMANCE-BASED STUDIES OFVALIDITY IN
ONE LARGE MUL TINATIONAL CORPORATION

Moving From Nominations to Hard Performance Dda
About Executive Success

Testing alidity by compaing BEI competencies in nom
naed O andT samples of job incumbents is a method with
inheent weaknesses. Shiccompaisons mg capitalize on
chance diferencesThey rest on people’ opinions of wo ae
outstanding pedrmels, not on measw@s of actual peof-
mance And they may reflect past pedrmance ather than pe-
dict future perbrmance In adlition, sudh samples tend to be
small,so why not stug more people § using perbrmance d&a
that are aliead/ being collecteddr other puposes?

Fortunagely, daa on eecutve perbrmance vere available
from “Tastybod” (a pseudoym for a lage food and beerage
compay). These d&, which spanned seral yeass, made pos
sible a stonger and moe objectve test of alidity. At the end
of ead year ead executive receved a bons based on th

11°]
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extent to which the eecutve had ahieved perbrmance gals
agreed to & the star of the year Because \&rage boruses
awarded in \arious units of the compgrnvaried from year to
year dpending on unit mfitability, the boms scoes vere stan

dadized for ead unit in eab year M = 50,SD = 10; median
N 112, range: 53-242). Outstanding pe@rmance vas
defined as eceving a standalized bomus scoe of 55 or better
(i.e., receving a bows in the top thit of amounts \warded).

Combining Competeny Measures

Eleven BEI-based competencies and one—a cortibmaf
modegetely high ahievement motiation and dfliation motva
tion—drawn from a six-pictue modifed TAT shaved signifcant
mean diferences beteen O and executives in an initial stugl
Traditional psybometic procedues,based on atitive regres
sion modelsdid not yield sthle results. In oneagression angt
sis, the peviously validaed competencies yielded aultiple R
of .52 { < .01) with the bous citerion; havever, in a second
sample of 42 similarx@cutives, the same agression érmula
failed to pedict the same iterion (R = .24,n.s.). In this Iter
sample a regression model based onfeient competencies di
predict the dterion (R=.58,p < .01),but tha model yielded an
R of only .08 when gplied ba& to the oiginal sample

Furthemore, in this and other samplemjary of the ela
tionships betwen success andefjueny or level of competen
cy were not linear and not &l descibed lky comelaion
coeficients. Instead thewere tharacteized by wha have been
called “tipping points” (Gladwell, 1996). Sociolgists hae

difference until thg reat a cetain level. For example delin-
guencies and teega piegnancies inaase shalty in ghetto
neighborhoods oglwhen the omber of midlle-dass people
living thee deceases to a tical low level (Crang 1991). If
the rumber of police in a neighborhooeates a ceain ciiti-
cal point,crime diops makedly. Increases in police psence
belov (or ebove) thd level male little difference

Something similar ltaracteizes the eldionship of compe
teng/ frequencies and Vels to success as aweeutve. For
example Figure 1 shavs tha for Impact and Idfience the T
group is moe likely than the O gup to hae a fequeng scoe
arnywhere from 0 to 7; the O @up is moe rumempus than the
T group ony when the fequeng scoe reades 8 to 10; fuher,
this O-\ersus-T diference does nothang & higher fequeng
scoes,above 10. So it wuld be a misgpresenttion of the ela
tionship to desdbe it in tems of a linear caelaion coefi-
cient. For the d&a gaphed in kgure 1,for exkample the biseial
ris.22,p<.10,between O ersusT stdus and fequeng of the
competenyg Impact and Infience but this stéistic undestaes
the signifcance of theelaionship (55% of the Oxecutves vs.
20% of theT executives had fequencies of 8 or merp < .001)
d and misepresents its rtare for frequencies belw 8.

Because of surcpatems in the di, critical frequencies o
levels tha differentided best beteen the O and executive
groups vere estalished br the 12 alid competencies in thi
comparison. Then a competegequalification algorithm was
developed It required tha tipping points be ddeved for &
least 1 of the 3 indidual-initiative competencies]l of the
organizdional competenciegnd 6 of the 12 alid competen

often obsered tha changs in a societalariable male little

cies werall. (Reating the tipping point dr more than 6

40 T
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Fig. 1. Percentges of outstanding and typicatexutves shwing different frequencies of the competgntmpact and
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competencies did not substangfalhcrease the liglihood of
being in the O dagory.)

The citical question vas whether the competenalgo-
rithm predicted actual pesfmance in aditional samples
Table 2 pesents ifdings br two U.S. and two overseas
samples.The citerion of perbrmance vas standalized
borus avarded in the US. samples and nomitian in the
overseas sample3he elaionships in the tiale ar shavn in
temms of pecentaes of thosexecutves pedicted to be high
and lav performers, respectiely, who actualy tumed out to
be top perdrmers. Sut anayses ae easy to undstand and
are evaluaed by chi-squae tests because theegliction \ari-
ables ae not elaed to outcomes in a lineaaghion, but
instead inolve tipping points. In the initial 1$. sample
100% of the recutves who dtained the competege
qualification algorithm were in the top thid of boruses
awarded as compazd with ony 29% of those Wwo did not
attain it, x(1, N = 29) = 14.45p < .01 (tetachoric r = .90,p
<.01; 83% carectly predicted @erall). This result is not sur
prising because the algthm was deived from this sample
But goplying the algrithm to a n&v sample of recutives br
the same baus year also sheed it was stongly related to
actual perdrmance x2(1, N = 42) = 8.58p < .01 (tetachor-
icr =.65,p<.01; 74% carectly predicted @erall). Finally,
in still a thid sample of wecutives (not shan in Table 2),
for the 1994 bous year, the esults vere very similar. Of the
14 eecutves atieving the competenc algorithm, 71%
receved bomses in the top thir of their distibutions; in
comparson,only 27% of the 11 ecutves who did not st
isfy the competencalgorithm receved sut lamge boruses,
¥2(1, N = 25) = 4.81p < .05 (tetachoric r = .64,p < .02).
Furthemore, as Table 2 shavs, the algrithm worked \ery
well in predicting successfulkecutive perbrmance verseas

when competenc criteria tha apply only overseas were

included (br Euope andAsia samples combinegt?[1, N =
35] = 17.93,p < .001; tetachoric r = .90,p < .01; 86% cor
rectly predicted @erall).

Effects of Pevious Year's Rerformance on Competeng
Scores

Competeng scoes might be infienced i how well people
performed in the pavious \ear; tha s, during the inteviews,
the O goup might desdbe moe successful bekimral events
than theT group,which would lead to higher BEI competenc¢
scoes Pbr the O goup. If this were so,one would epect tha
in the daa for Tastybod, the arerage 1994 boos scoes would
be higher 6r executives abieving the competerycalgorithm in
1995 thandr those wo were less hight qualified in 1995The
average 1994 bouns scoe was 56.12%D= 7.63) br 20 ecu
tives dassifed as hight qualified in 1995 and as 50.59
(SD=10.24) br 8 ecutves not tassifed as hight qualified
in 1995,an insignifcant diference

An adlitional anaysis shaved tha of the 11 gecutives who
were considezd highy qualified by the competencalgorithm
in 1992 or 199355% shaved an outstanding p@rfmance in
the pevious year (i.e, receved a high boms). Of the 12xec
utives who gpeaed less qualiéd in 1992 or 19930% had
receved a high ather than a v borus in the pevious year
Performance in a iyen year does notmpear to dect whether
an indvidual saisfies the competegclgorithm the nat year

Do Competeny Scores Pedict Performance in the
Following Year?

Table 3 adiresses the issue ofrther competencscoes
predict perbrmance in thedllowing year It shavs tha com
peteng, as assessed Bastybod using the alyithm in 1992,

Table 2. Associdion of executive success with a competgradgorithm based on Bekéral Event

Interviews
U.S. samples Overseas samples
Initial New Europe Asia
Top Top Top Top
Performance pedicted ly performer performer performer performer
competeng algorithm N (%) N (%) N (%) N (%)
High 12 100 17 65 11 82 7 86
Lower 17 29 25 20 8 13 9 11

representing the top thdrof the boms distibution.

Asia) of a speciéd list of competencies.

“The measuwg of perbrmance vas bows receved in 1993standadized ky compary unit (M = 50,SD = 10).An
executve was dassifed as a highor top,performer if his or her standdized borus scoe was 55 or higher

"The measwe of perbrmance vas being nomirtad as an outstanding pemier for 1993.
°To be tassifed as high} qualified by the competencalgorithm, an eecutive had to scer & or aove the
frequenyg tha differentided outstanding &m typical perbrmers on & least six (US.) or s&en (Euope and
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Table 3. Mean standatized borus scoes in 1993dr executives assessed in the same avjous \ear as highy versus
less qualiled
Assessed in Assessed in
1992 1993-1994
Assessmentyb Mean Mean Difference
competeng algorithm n borus scoe SD n borus scoe SD between means
Highly qualified 13 60.65 4.09 17 54.64 6.89 6.01**
Less qualiied 18 45.71 12.02 26 47.56 9.65 -1.85
Difference betwen means 14.94*** 7.08** 7.86+
Note Bonus scoes were standatized acoss eals executie’s individual unit (M = 50,SD= 10).
+p < .06. **p < .01. ***p < .001.

very strongly predicts perdrmance asaflected in standak

ized bomuses warded in 1993. Indct, the 1992 assessmen

predict the 1993 bars scoes @en moe stongly than com
peteny assessments dog or after the 1993 bais \ear
Why?

An impottant pupose of the competep@ssessment pr
gram was to povide paticipants with inbrmation on the
naure of the competencies thaere associged with success
ful performance in the positions théneld Accordingly, eat
executve was gven a eport tha shaved just vha the tipping
points vere for eat competeng associted with success in th
position and Were his or her competenscoes stoodelative
to these dteria. In individual sessiongxecutives were coun
seled &out hav to set gals and wrk for improvement in the
relevant competencies.

Thetrefore, the esults inTable 3 ma be due to theafct tha
executves who receved competenc feedbak in time to
improve their perdrmance did better than thoséavreceved
feedbak &t a laer time Other eseach has shan thé recev-
ing feedbak on competencies combined with settiraalg br
changng them impoved competencies as mea=ilir2 \eas
later (Boyatzis et al.,1995).

Does Feedbak on Competencies Impove Subsequent
Performance?

The daa from Tastybod were examined to detenine
whether the timing ofdedbak affected impovement in per
formance fom one ar to the nd. For ea® executie, the
change from the bons avarded one gar to the bous avard-
ed the bllowing year was detemined These bons-tang
scoes were adjusted Y the overall regression of bous
change on initial bomws level so tha it could be detenined
whether eale executve’s second bams was better than
expected based on his or her fiteg standadized boms
scoe. The indings ae summairzed in Rgure 2. for all exec
utives, whether highy qualified or not,62% of those Wwo

e

receved competencfeedbak in the year bebre the secona
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tavith only 39% of those Wwo receved the competencfeed

borus receved a lager borus than gpected as compaed

bad in the year of the second bas, x?(1, N = 90) = 4.85,
p <.03.

This anaysis conirmed the fipothesis thiaexecutives shav
larger impovements in pedrmance (aseaflected in bonses
awarded) if they have a year to benéf from competencfeed
bad than if the éedbak is povided d a laer time

Executive Turnover as a Measue ofValidity of the
Competeng Algorithm

A major reason Wy Tastybod undetook the BEI-based
competenyg program was to educe tunover, which was \ery
expensve. According to the compayis figures, 17 of the 35
executves (49%) the had hied in the usual sy in 1992 &
roughly the vice-pesidential lgel had left the comparby the
end of 1994gither wluntaily or though being marged out.
Ead lost executive & this high leel cost the companabout
$250,000s0 the poor selection system cost the compaore
than $4 million @er this time peod (see k. 3).

In comparson, 10 executives a this level were hired in 1993
guided ly the BEl-based competencalgorithm alread
descibed By the end of 199%nly 1 of these xecutves had
left the compay (10% tunover). An adlitional 22 eecutives
were hired in the irst half of 1994and if the 1993 and 199
hires ae adled t@ether only 2 of 32 pesons fom this lager
sample had left the comparby March 1996, yielding a
turnover rate of 6.3%.The deceased turover rate (p < .01)
suggests the compgnmay have saed up to $3.5 million ¥
using a competegebased hing and eedbak system in 1993
and the ifst half of 1994. It is not sprising thd the
competeng-based pogram deceased turover because i
explained to n& hires wha charmcteistics pomoted succes
on the job and because itopgluced a better job-pgon mé#ch
(i.e., persons with moe of the competencies neededguccess
were hired).
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When competency
70 1 feedback and goal
setting occurs:

60 1 [ in year before
bonus award

50 1 B in same year as
bonus award

40 7

30 7

20 7

10 1

Percentage of Executives Receiving
Better Than Expected Bonuses

N=20 N=23 (By Com_petency N=25 N=22
Highly Qualified Algorithm) Less Highly Qualified

Fig. 2. Percentages of &ecutives eceving better thanxgected boases as a function of their assessment using the competen
cy algorithm. Whether a bous was better thanxpected vas detemined ly an wverall regression of boas dhang (chang from

initial bonus to second bars,the fllowing year) on initial boaos level. Results @& shevn sgarately for executives who receved
feedbak and help in gal setting the gar bebre the second bais was avarded and those ko receved feedbak in the same
year as the second heswas avarded

Hiring System
701 M Traditional $4.57
] i o ]
. % 60 1 Competency-Based ® S $4.0
2o o5 $3.5
S> 507 =89
§ g § |.|>j‘=; $3.0 1
0= 401 2133 $25
5= 53%
%fg‘ 30 *g o £ $2.0
© O y—
2 OF $15
c . = O &£
o-= 20 e
o> Lo
@ ] 8B
*- 10 & $05
0- —_— 0 - I
N=35 N=32 N=17 N=2
Total Sample Number Leaving

Fig. 3. Executive tumover rates and costof the taditional and competepdased hing systems.
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Did the Competeng-BasedAlgorithm Predict
Performance in theYear After Ex ecutivesWere Hired?

Whether the competeyncalgorithm should be usedof
selection vas &amined ly anayzing the déa for 44 nevly
hired ecutves whose standdized bomus scoes br 1995
were based on a fullears emplyment. Of the 17ecutves
who passed the competgnalgorithm when thg were hired
47% receved standatized boms scoes of 55 or highecom
pared with 22% of the 27 xecutves who did not pass th
competeng algorithm (p<.05 in the &pected diection).
Examindion of the esults sugested thathis difference in po-
portions,although signitant,was educed because the com
teng tipping points vere lover for the nev hires (who came
from varied bad&grounds) than dr long-tem emplgyees of
Tastybod

Can Competeny Ratings Substitute br Inter views?

The reseach reviewed so &r involved competencie
assessed thugh inteviews and a competenenodel or alg-
rithm based on actual outcome measurnomindon or
objectve perbrmance d&). Havever, an altenaive method
of constucting competencmodels and assessing compet
cies irvolves etensive use of aings by “expets’ Thus,
expett panels,focus goups,or job incumbents majudge
what competencies armeededdr successful pesfmance in &
patticular position. Then indviduals mg be @ted on the
degree to vhich they shaw the competencies judd to be
required, and the gtent of job-peson mach can be used t
select or ppmote people (Caldell & O’Reilly, 1990). This
procedue is in&pensve and easy to cgr out and hasaice
validity. It is often used in aariety of settingsas eflected ly
mary atticles in the jounal Competeng But is this etings-
based prcedue accuate?

In a typical case of competgnamodel constiction, 10
competencies (Gguencies or lels) were identifed from BEls
as distinguishing nomied O andl sales margers. Expets
correctly identified 7 of these as imp@nt and missed 3; the
also judeed to be impdant 2 competencies thihe BEI poce
dures did not identify asharacteizing outstanding peofmers
on the jobThe overall agreement beteen the xperts and the
BEI results vas 74%. Hwever, the judgs corectly identified
only three of the dtical levels for the 7 competencies thaest
distinguished beteen the O and performers in the inter
views.

In another comp#son, 40 executives wvere rated by judges
who knev them well, as either sup@rs, pees, or subodi-
naes.The judgs \ted four to six itemsdr eat of 12 compe
tencies. (he items desdved behwiors diawn from the actua
competeng defnitions used to code BEIs.) Indliluals were
classifed as“high” on a gven competencif they scoed a
least &the tipping point dr it in their BEIs or if their eerage

scoe of all xecutives eted on thacompeteng For 43% of the
7 BEI competencies thaignificantly predicted a high bars

scok, the judges’ratings and BEI scang agreed (3 out of 7p

< .10 in the pedicted diection).

Sud modest esults indicte thd further reseach is need
ed to suppdrthe curent widespead use ofatings to deter
mine wha competenciestawha frequencies or lels ae
needed dr a paticular joh Also needed is aseach on
whether atings of indvidual competencies pdict executve
2 performance as ell as the interiew-based competegc
scokes and algrithms do.

€ SUMMARY
In this aticle, | have reviewed leseach on the dehition and
measuement of competencies acding to peviously sugyest
ed pinciples (McClelland1973),and desdbed the successfu
implement#ion, in one lage multinational coporation, of a
competeng-assessment pgram based on thoseipciples and
5 reseach. The competencmeasues were obtained fom inter
sive inteviews detailing opent thoughts and actions assoéci
ed with success in topxecutive occuptons. The irst st of
this implementdon was to identify competencies—ed#ully
erdefined dustess of behsiors—tha (at cetain frequencies o
levels) daracteize O perbrmers moe thanT perormers. In
the net step, these indiidual competenciesawe combined into
an intgrated model vhich sugested themost top recutive
positions equire passing cédin tipping points—thias, compe
teng frequencies or lels tha most distinguish O and@ per
b formers. Specifcally, success in most of these positig
required adieving the tipping point in taleast 1 out of 3
individual-initiative competenciesat least 1 out of 3
organizaional-skill competenciegnd a total of least 6 out of
12 competencies thaither most commonldifferentige signif
icantly between O and manaers (seelable 1) or ae unique
to the oganizdion. Maximum pedictve paver for a compe
teng algorithm is obtained Y adding tipping-point dteria for
at least 2 to 3 competencies unique to tlganizdion involved
Sufficient reseach has not gt been done to deteine if similar
algorithms aply to success in othetustess of life outcomes
sud as in health and edumm. But the pinciples of substitut
ing competencies similar in type or function and leistiaing
tipping points &r competeng levels or fequencies @pear to
predict success iteria acoss samples of people ifosely
aligned felds better than does the raausual method of com
bining predictos by multiple regression angkis.

Finally, the BEI competencies ta been wll enough
defined for executves who get feedbak on hav well they meet
various tipping points or competencies neededduccess tq
improve perbrmance in thedllowing year

This gproat not ony distinguishes empiees vho hare
been nominged as being outstandingrgus typical,but also
predicts vho will perform better subsequewtin a compan (as

scoe for the component itemsas dove the median\eerage

338

measued ty boruses eceved and tumover).
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