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Brief History of CBTM



What is CBTM?

CBTM is an HR 
Management Approach 
that standardises and 

integrates all HR activities 
based on competencies 

that support 
organisational goals.



CBTM: A process….



CBTM: A process



Why CBTM?

Source: http://blog.competencycore.com/2012/12/back-to-basics-what-is-competency-based.html



CBTM



Reasons organisations implement CBTM
• Aligning talent and culture management with the vision and 

strategic goals of the organisation

• Improving productivity and profitability through talent

• Attracting and retaining quality employees 

• Being an employer of choice

• Ensuring a continuing pipeline of qualified candidates for key 
roles



HR Goals
Addressing skill shortages

Retaining talented employees

Developing high potential employees

Implementing succession plans for key 
roles

Achieving higher levels of employee 
satisfaction and engagement



What is a Competency

A competency is an ability, 
skill, attitude, attribute, trait 
or behaviour that is needed 
for the successful 
performance of a position. It 
is most often described as a 
behaviour, or ‘how’ the 
person does the position.



Competency vs. Competence
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concepts that 
refers to the 
dimensions of 
behavior lying 
behind 
competent 
performer C
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ce • A work-related 

concepts that 
refers to areas 
of work at which 
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combination of 
the two



Components of Competency

• SKILLS

• Capabilities acquired 
through practice

• Behavior

• KNOWLEDGE

• Understanding acquired 
through learning

• The observable 
demonstration of some 
competency, skills, 
knowledge and 
personal attributes 
attributed to excellent 
performance

• ATITTUDE

• Personal attributes

• Inherent characteristics 
which are brought to 
the job



Benefits of CBTM

Translate the organisation’s vision and 
goals into the behaviours employees are 
expected to display for the organisation 
to be successful



Benefits of CBTM

Improve recruitment and selection decisions 
because the competencies reflect the 
behaviours employees must have to be 
effective in their jobs and roles



Benefits of CBTM
Increase employee productivity and operational 
effectiveness, because they focus employees on 
the performance behaviours they need to 
display to be successful



Benefits of CBTM

Help in identifying employee strength areas for 
development that are directly linked to the 
organisation’s strategic objectives



Benefits of CBTM

Help to shorten the learning curve for 
employees, by allowing both the organisation 
and the employees to focus on those 
competencies that need development



Benefits of CBTM
Provide employees with an understanding of what is 
needed to be successful in their current and future 
roles, giving employees a sense of empowerment and 
control over their careers, thus increasing levels of job 
satisfaction and employee retention



Benefits of CBTM
Support strategic HR planning. Allows the 
organisation to address gaps between the 
current skills and competencies of employees, 
and those needed in the desired future state. 



CBTM @ UPM… 



Competency 
Identification Process



Types of Competency
Core competency
This type of competency relates to the ability to manage job and 
develop an interaction with other persons. For example : problem 
solving, leadership, communication, etc.

Functional competency
This type of competency relates to the functional capacity of work.  
It mainly deals with the technical aspect of the job. For example : 
market research, financial analysis, electrical engineering, etc. 



Competency Identification Process

Clarify 

Organizational 

Strategy and 

Context

Competency 

Identification

• Analyze Work Role and 

Process

• Gather Data through 

Behaviour Event 

Interview and Focus 

Group

• Conduct Benchmark 

Study

Generate 

Competency 

Models

Validate, 

Refine and 

Implement



Competency Dictionary



Competency Dictionary
Competency

L1 L2 L3 L4 L5
Competency Level
This shows the scale and score 
system used for a competency at 
different competency levels

Competency Definition
This defines in general what the competency 
is about and what it involves

Behavioural Indicators
This provides behavioural description of a 
competency as it increases in its 
sophistication or complexity



Competency Dictionary (Example #1)
Problem Solving

Identifies and analyzes problems; weighs relevance and accuracy of information; generates and evaluates alternative solutions; makes recommendations

Level 1
Awareness

Level 2
Basic

Level 3
Intermediate

Level 4
Advanced

Level 5
Expert

Applies the competency in the 
simplest situations; Requires close 

and extensive guidance

Applies the competency in 
somewhat difficult situations; 
Requires frequent guidance

Applies the competency in 
difficult situations; Requires 

occasional guidance

Applies the competency in 
considerably difficult situations; 

Generally requires little or no 
guidance

Applies the competency in 
exceptionally difficult situations; 

Serves as a key resource and 
advises others

• Proposes solution to improve 
customer satisfaction

• Determines cause of workforce 
problem and recommends 
corrective action

• Addresses routine 
organizational problems by 
leading a team to brainstorm 
solutions

• Establishes guidelines to 
clarify complex and/or 
controversial processes

• Reconciles conflicting and/or 
incomplete information to 
develop solutions

• Applies appropriate 
methodology to discover or 
identify policy issues and 
resource concerns

• Synthesizes information from 
internal and external sources to 
develop an action plan 
addressing program issues

• Addresses systemic barriers 
inhibiting the achievement of 
results by forming teams to 
conduct focus groups and 
develop solutions

• Improves organizational 
efficiency by developing, 
planning, and implementing a 
multi-tier solution to complex 
or unprecedented problems

• Develops and implements a 
remediation plan restoring 
stakeholder confidence in a 
critical agency program



Competency Dictionary (Example #2)
Influencing & Negotiating

Persuades others; builds consensus through give and take; gains cooperation from others to obtain information and accomplish goals

Level 1
Awareness

Level 2
Basic

Level 3
Intermediate

Level 4
Advanced

Level 5
Expert

Applies the competency in the 
simplest situations; Requires close 

and extensive guidance

Applies the competency in 
somewhat difficult situations; 
Requires frequent guidance

Applies the competency in 
difficult situations; Requires 

occasional guidance

Applies the competency in 
considerably difficult situations; 

Generally requires little or no 
guidance

Applies the competency in 
exceptionally difficult situations; 

Serves as a key resource and 
advises others

• Explains to staff the 
importance of their 
involvement on high stakes 
projects

• Recommends employee seek 
professional assistance for 
personal issues affecting work 
performance

• Justifies request for internal 
resources to accomplish goals

• Meets with team leaders to 
gain buy-in for new direction 
of division

• Uses factual information to 
support own point of view 
when meeting with team 
members

• Develops trust among various 
parties involved in a 
negotiation process

• Persuades manager to change 
leadership position or approach 
to better fit a situational need

• Represents the organization in 
reaching agreements with other 
organizations and contractors

• Obtains union buy-in for a 
change in working conditions 
by using open and honest 
communication and by 
carefully listening to the union 
leadership's ideas

• Negotiates with leaders for 
changes to reorganization 
design based on feedback from 
subordinates

• Develops plan and convinces 
high-level agency officials to 
adopt approach by meeting 
with officials to explain points

• Guides a team of experts to 
provide advice on, and build 
credibility for, a multi-level 
negotiation process

• Convinces colleagues and 
management to accept 
recommendations involving 
substantive agency resources 
and changes in established 
practice

• Influences external executive 
decision makers to achieve 
substantive goals



UPM’s Competency



UPM’s Competency
1 Communication

2 Analytical

3 Creative and Innovative

4 Decision Making

5 Strategic Thinking

6 Team Building

7 Negotiation

8 Vision Strength

9 Self Confidence



UPM’s Competency Dictionary
Self Confidence

Person's belief in his or her own capability to accomplish a task. This includes the person's expressing confidence in dealing with increasingly challenging 
circumstances, in reaching decisions or forming opinions, and in handling failures constructively.

Level 1
Grade 41

Level 2
Grade 44

Level 3
Grade 48

Level 4
Grade 52

Level 5
Grade 54

Presents self confidently Presents self forcefully or 
impressively

Justifies self-confident claims Volunteers for challenges Puts self in extremely challenging 
positions

• Makes decisions 
independently. 

• Works without constant 
supervision.

• Appears confident in person, 
presents self strongly.

• Makes or acts on decisions 
despite disagreement from 
others (without confronting 
others), or outside area of 
explicit authority.

• Sees self as causal agent, 
prime mover, catalyst, 
originator. 

• States confidence in own 
judgement.

• States own position clearly 
in conflicts. 

• Support or justifies verbal 
expression of self-
confidence with actions.

• Is pleased or excited about 
challenging assignments.

• Seeks additional 
responsibility. 

• Expresses disagreement 
with management or clients 
tactfully or politely, states 
own position clearly and 
confidently in conflicts with 
superiors.

• Confronts management or 
clients bluntly, or chooses to 
take on extremely 
challenging tasks.



Competency-based Interview 
for Selection



Types of Interview 

• Conventional Interview
• Competency-based Interview



Competency-based Interview (CBI)

• Is a structured type of interview. The questions are focused on 
disclosing examples of behaviour in the past.  

• The process of interview is intended to disclose specifically 
and in detail examples of behaviour in the past.  

• Is designed based on the principle : past behaviour predicts 
future behaviour (Candidates are most likely to repeat these 
behaviours in similar situations in the future).



Competency-based Interview (CBI)

• Has a high level of validity and reliability.
• Equipped with a standard scoring system which refers to 

behaviour indicators  



Approach in CBI

S What was the Situation in which you were 
involved?

T What was the Task you needed to accomplish?

A What Action(s) did you take?

R What Results did you achieve?



Approach in CBI
Situation

Can you explain the situation? 
Where and when did the situation happen? 
What events led up to it?
Who was involved in the situation (work colleagues, 
supervisor, customers)?



Approach in CBI

What tasks were you supposed to do at that time? 
What did you actually do at that time? 
How did you do it?
What specific steps did you take?
Who was involved?

Tasks/Actions



Approach in CBI
Results

What was the outcome?
Can you tell me the results of taking such action?
What specific outcome was produced by your 
action?



Sample Questions in CBI
Competency Sample Question

Persistence In the process of selling, we are sometimes not 

successful in securing a new transaction. Can you

tell me about one or two situations where you 

repeatedly failed to get a new client? 

What specific steps did you take? What was the 

result?

Influencing Others Can you describe one or two cases in your effort to 

obtain new customers? What did you do? What 

was the result?



Sample Questions in CBI
Competency Sample Question

Interpersonal Can you tell me about a situation where you faced 

Understanding a client who was disappointed with your product?

What was the situation like? What specific steps

did you take? What was the result?

Planning & In working, we often face a number of priorities

Organizing that must be tackled at the same time. Can you tell 

me about one or two actual cases where you had

to face such a situation? What did you do? What 

was the consequence?



CBTM

Competency-based Career Planning

Competency-based Training & Development

Competency-based Performance Management
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