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each position.
INTRODUCTION

SUMMARY

The quality of an organization’s leadership has a significant impact on that organization’s health and sustainability. Studies on employee retention have determined that the true cost of employee turnover for
mid and upper-level management positions can
range from $50,000 to well over $100,000. Because
of the costs involved and the tendency of organizations to hire and/or promote based on technical
rather than leadership and management skill, it is
important that the selection process identify candidates that will best fulfill the position’s leadership
and management requirements and align with the
needs and the culture of the organization. This type
of strategic approach also contributes to the longterm sustainability of the organization.

Many organizations use the same approach for
filling management positions that they use when
hiring operations, engineering, IT, or other technical and/or staff positions. This approach, however,
means that hiring is based much more on an individual’s technical skills than on the candidate’s
ability to lead and manage in ways that will be most
effective in guiding the organization toward the accomplishment of its mission and goals.
Recently a lot of attention has been placed on sustainability; particularly on sustainability of resources and infrastructure. However, without a solid
foundation of aligned leadership with the skills and
behaviors needed to move the organization toward
long-term goal attainment, sustainability will remain an unreachable goal.

COMPETENCY MODELING
A well-thought out identification, or mapping, of the
behaviors or competencies required for a given posi-

TAP Resource Development Group has developed a
process based on the identification of required leadership and management behaviors (competencies)
and the integration of these competencies into the
organization’s traditional hiring process. It provides the hiring agency with information on each
candidate’s strengths and weaknesses as they relate
to the needs of the specific position. This approach
enables the hiring agency to customize each interview around how well the candidate fits the desired
leadership and management behaviors needed for

Careeronestop.com
1

Figure 1
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tion can be very helpful to an organization. It provides essential direction and focus to the organization’s development efforts. Mapping leadership
and management competencies helps the organization identify and understand the specific leadership
and management behaviors required for particular
positions or types of positions such as Supervisor,
Superintendent, Division Manager, etc. It then allows the organization to assess and develop its leadership and management talent using an appropriate
set of development tools. Figure 1 presents a picture of the nine levels of competencies identified by
the U.S. Department of Labor and published online
by CareerOneStop.

competencies are ranked by primary (P) and secondary (S) importance.
3. The hiring agency narrows the list of applicants
for the position down to a short list of between
three and six applicants.

COMPETENCY MODEL-BASED
SELECTION PROCESS
Focusing on Tier 9, Management Competencies, the
Competency Model selection process defines the
leadership and management behaviors that are necessary to achieve the business outcomes identified
for the position utilizing the resources available and
working within the appropriate organizational culture. This selection process involves the following
six steps:

Figure 2

1. Based on the position’s Job Description, the organization’s leadership team — or other related
groups determined by management — completes an instrument that asks what leadership
and management behaviors are most important
for success in the specific position.
2. A workshop is conducted for the leadership
team to discuss the results from the above instrument, the position’s job description, and any
other data that may be available related to the
position. Based on the discussion, a Leadership
Competency Model is prepared that is specifically related to the position being filled. Figure
2 presents a sample competency model for a
hypothetical upper management position. The

4. Each applicant on the short list is asked to complete Management Research Group’s® (MRG)
Leadership Effectiveness Analysis® (LEA) Self
instrument in order to ascertain the energy and
attention each short-list applicant applies toward
the 22 leadership and management behaviors
that make up the Competency Model.
5. The LEA Self instrument results are presented in
a Candidate Assessment Report that compares
the results to the Leadership Competency Model.
The report also provides suggested interview
questions based on deviations from the model. It
should be noted that the Candidate Assessment
Report is not specifically used to make the hiring
selection. The results of this process provide a
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guide that enables the hiring agency to customize each interview to provide information that
will assist them in determining the candidate’s
fit with the job description and with the organization’s mission, vision and culture. See Figure
3 below. The pink bars are the desired ranges
for each of the 22 leadership and management
attributes. The black dots represent a particular
candidate’s LEA Self scores.

so that candidate selection is based more on the candidate’s ability to apply the behaviors needed for
him or her to excel in the position, and to assist in
accomplishing the organization’s mission and goals.
Comprehensive leadership development and succession planning requires a clear understanding of the
components of effective leadership for the various
management positions within an organization. The
Competency Model approach provides valuable information for people at different levels of the organization to understand the behaviors they might need
to focus on in order to prepare themselves for higher
-level positions.
EXAMPLE
A client enlists TAP Resource’s services to help
with hiring. They have a vacant Division Manager
position. Their leadership team, using our Strategic
Direction Setting process, creates the position development overlay or Competency Model shown in
Figure 3. From the desired ranges for each of the 22
leadership and management attributes, eight of the
attributes are then identified as either primary or secondary in importance (the P’s and S’s respectively in
the figure).

Figure 3

After advertising for the position and reducing the
candidate pool to the top three; each of these candidates are asked to take the LEA Self instrument. A
Candidate Assessment Report is generated for each
candidate from their LEA Self results. This report
contains an identification of the strengths and challenges for the candidate, along with a list of questions related to each primary and secondary attribute
where the candidate scored below the desired range.

6. Final interviews are completed with the candidates using the individualized analysis developed in Step 5 above, and a selection made
based on a candidate’s ability to accomplish the
requirements of the position and on the candidate’s fit with the organization.
The Competency Model-based selection process
enables the hiring agency to more clearly select an
applicant for a given position through a process that
is aligned with the job description and the needs of
the organization for that position. This process allows organizations to customize the hiring process

The LEA Self results are not used to make a selection between the candidates, but to provide information that can be used to make the interview process
significantly more meaningful than using a set of
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standard questions for all candidates. In this case,
the candidate whose LEA Self scores are contained
in Figure 3 is significantly below—as represented
by the black dot— the desired range for Strategic1
and Delegation2, both primary attributes as indicated by the “P”.

iors needed for each position and discuss possible
areas where the candidate may need to focus development efforts. This maintains the focus of the leadership and management team on the organization’s
mission and goals and provides for the long-term
sustainability of the organization.

The Candidate Assessment Report provides a number of interview questions that can be used to explore the candidate’s orientation toward Strategic
and Delegation. Using this type of directed interview process, a candidate can be selected that fits
the roles and responsibilities of the position and is
aligned with the goals and mission of the organization. If the candidate whose LEA Self scores are
represented in Figure 3 is selected; a Coaching Assessment Report would be provided to assist the
new Division Manager’s supervisor in coaching the
employee to become more effective in the use of
Strategic and Delegation in their leadership role.

Footnotes
1. Strategic—Taking a long-range, broad approach
to problem solving and decision making through
objective analysis, thinking ahead and planning.
2. Delegation—Enlisting the talents of others to
help meet objectives by giving them important
activities and sufficient autonomy to exercise
their own judgment.

Call us at (303) 561-3788 or email us at
info@tapresource.com to make your organization more effective.

SUMMARY
The key to effective leadership in utility, public
works and other local government organizations is
to link leadership with the actual performance of the
organization. This can be accomplished by molding
the development program to the needs of the individual position, as well as the organization that the
leader is responsible for and the larger organization,
if there is one. The Competency Model-based selection process identifies the required leadership
and management behaviors (competencies) and the
integration of these competencies into the organization’s hiring process. It provides the hiring agency
with information on each candidate’s strengths and
weaknesses as they relate to the needs of the specific position and its job description.
This approach enables the hiring agency to customize each interview around how well the candidate
fits the desired leadership and management behav3

