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Background of the Background of the 
studystudy

�� population: ETV members population: ETV members 
�� voluntary participationvoluntary participation
�� first round: beginning 2005first round: beginning 2005
�� second round: middle 2005second round: middle 2005
�� total response: about 1,300total response: about 1,300
�� education and other education and other 

organizationsorganizations
�� data cleaningdata cleaning



Focus of the StudyFocus of the Study

�� collecting experiences with working collecting experiences with working 
with competence instrumentswith competence instruments

�� as a followas a follow--up of an earlier national up of an earlier national 
study in NLstudy in NL

�� more variety in organizational sizemore variety in organizational size
�� selection of countries n > 20selection of countries n > 20
�� selection of cases who work with selection of cases who work with 

competence instrumentscompetence instruments
�� this group of cases is between 600 this group of cases is between 600 

and 700and 700
�� 13 countries in the final group13 countries in the final group



Countries InvolvedCountries Involved

Number of Respondents by Country
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Countries InvolvedCountries Involved

1022Total

127Missing

895Total

96United Kingdom

95The Netherlands

28Sweden

72Spain

65Portugal

87Italy

38Ireland

61Greece

100Germany

110France

37Finland

72Belgium

34Austria

Country Number of Respondents



Instrument UseInstrument Use--OverallOverall
Instrument Use Overall
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Instrument UseInstrument Use--OverallOverall

102235153441177
Using competence assessment in 

remuneration

102235948348267Appoint competence managers

102234532361284
Assign coaches for competence

development

102233150283358
Market products/services with

competence as label

102233532281374
Implement assessments for

employee evaluation

102232874239381
Acknowledge informally acquired

competence

102233356245388
Use competence assessments in 

selection of new employees

102230363238418Distinguish competence centres

102234550204423
Develop competence profiles of 

job holders

102230158228435
Adpot competence-based
personnel management

102230355210454
Develop competence profiles of 

job families

102230131231459
Introduce use of personal

development plans

102229216152562Arrange facilities for learning

102227139104608
Define core competence of 

organisation

TotalsMissingDo not KnowNo YesInstrument



Business SectorsBusiness Sectors

Other sectors 

Public Sector 

 defining the core competence of the
organisation 

arranging facilities for learning

introducing the use of personal
development plans

using competence-assessments in the
selection of new employees

appointing competence managers

adopting competency based personnel
management

developing competence profiles of job
holders
marketing competence on the label of our
products/services

acknowledging informally acquired
competence

developing competence profiles of job
families
distinguishing competence centres

implementing competence-assessments
for employee evaluation

assigning coaches to employees for
competence development
using competence assessment in
remuneration

Education Sector



145565534
Using competence assessment

in remuneration

228809553Appoint competence managers

250879964
Assign coaches for

competence development

32111712282

Implement assessments for
employee evaluation

33311213883

Use competence assessments
in selection of new employees

370113138119
Distinguish competence

centres

395147139109
Develop competence profiles

of job families

32710514280
Acknowledge informally
acquired competence

369124142103
Develop competence profiles

of job holders

37413414397
Adpot competence-based
personnel management

3179714773

Market products/services with
competence as label

40314516494
Introduce use of personal

development plans

488156196136Arrange facilities for learning

525170199156
Define core competence of 

organisation

TotalOtherEducationPublic SectorInstrument

Business Sector



Organisation SizeOrganisation Size
Micro Micro

defining the core competence of the
organisation 

distinguishing competence centres

marketing competence on the label of our
products/services

appointing competence managers

adopting competency based personnel
management
developing competence profiles of job
families

using competence-assessments in the
selection of new employees
developing competence profiles of job
holders

implementing competence-assessments for
employee evaluation

using competence assessment in
remuneration
introducing the use of personal development
plans

arranging facilities for learning

assigning coaches to employees for
competence development
acknowledging informally acquired
competence

Small



Organisation SizeOrganisation Size
Micro

defining the core competence of the
organisation 

distinguishing competence centres

marketing competence on the label of our
products/services

appointing competence managers

adopting competency based personnel
management
developing competence profiles of job
families

using competence-assessments in the
selection of new employees
developing competence profiles of job
holders

implementing competence-assessments for
employee evaluation

using competence assessment in
remuneration
introducing the use of personal development
plans

arranging facilities for learning

assigning coaches to employees for
competence development
acknowledging informally acquired
competence

Medium

Large



17575422632

Using competence
assessment in 
remuneration

264118554546
Appoint competence

managers

282122605248

Assign coaches for
competence
development

376144867571
Acknowledge informally

acquired competence

352155775763
Market products/services with

competence as label

383182766857

Use competence
assessments in 
selection of new

employees

368183765455
Implement assessments for

employee evaluation

430191907574
Adpot competence-based

personnel management

415192827764
Distinguish competence

centres

419205767464
Develop competence profiles

of job holders

452219947465
Introduce use of personal

development plans

449226966463
Develop competence profiles

of job families

5532581189483Arrange facilities for learning

600260129111100
Define core competence of 

organisation

TotalLargeMediumSmallMicroInstrument

Organisational Size



Not Working with CompetenceNot Working with Competence

Reason for not working with competence
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Not Working with CompetenceNot Working with Competence

29636106154

Decided not to

31035155120

Not familiar with concept

2535210299

Lack of time

2635813966

Do not expect enough
from it

53191321

Other

TotalDo not knowNoYesReason



The Effects of the Use of The Effects of the Use of 
Competence InstrumentsCompetence Instruments

Organisational Effects
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The Effects of the Use of The Effects of the Use of 
Competence InstrumentsCompetence Instruments

Level of Agreement None Weak Moderate Considerable Strong Do not know Missing Total 
Organisational Effect                
Performance improvement of 
the organisation 

69 124 231 213 102 141 142 1022 
Improvement of communication 

69 145 225 222 103 115 143 1022 
Improvement of corporate 
governance 110 145 204 167 76 171 149 1022 
Improvement of efficiency 

78 115 210 241 103 127 148 1022 
Improvement of customer 
orientation 65 108 205 229 130 127 158 1022 
Raising customer level of 
satisfaction 74 107 193 219 128 151 150 1022 
Improving quality management 

77 105 176 242 134 139 149 1022 
Increasing flexibility 88 135 192 211 104 137 155 1022 
Integrating cultural differences 

119 165 183 137 102 159 157 1022 
Decreasing customer 
complaints 111 125 203 154 66 200 163 1022 
Decreasing number of 
distrubances and malfunctioning 

101 144 189 165 67 194 162 1022 
 



The Effects of the Use of The Effects of the Use of 
Competence InstrumentsCompetence Instruments

HRM & HRD Effects
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offering better development opportunities

increased performance of employees

increased motivation of employees

making expectations regarding employees more clear

increased employee satisfaction

improved assessment structure

increasing employability of employees

improving integration of organisation and personnel policy

improved selection practices

improving career management

improved recruitment practices

alignment of personnel instruments

improved structure of salaries and remuneration

reduced absenteeism due to illness
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The Effects of the Use of The Effects of the Use of 
Competence InstrumentsCompetence Instruments

 

Level of 
Agreement None Weak Moderate Considerable Strong 

Do not 
know Missing Total 

HRM & HRD 
Effect                 

Improved 
recruitment 
practices 118 131 207 204 71 149 142 1022 
Improved 
selection 
practices 115 120 199 216 81 139 152 1022 
Increased 
motivation of 
employees 95 133 215 206 115 113 145 1022 
Increased 
performance of 
employees 78 108 223 226 123 123 141 1022 
Increased 
employee 
satisfaction 101 134 205 197 116 121 148 1022 
Improved 
assessment 
structure 100 131 186 213 103 137 152 1022 
Improved 
structure of 
salaries and 
remuneration 261 186 153 111 35 125 151 1022 
Reduced 
absenteeism 
due to illness 201 173 153 98 36 207 154 1022 
Making 
expectations 
regarding 
employees 
more clear 120 132 181 193 119 119 158 1022 
Offering better 
development 
opportunities 96 118 207 220 129 100 152 1022 
Improving 
career 
management 135 159 178 178 99 115 158 1022 
increasing 
employability 
of employees 108 121 206 199 96 138 154 1022 
Improving 
integration of 
organisation 
and personnel 
policy 117 140 172 191 92 147 163 1022 
Alignment of 
personnel 
instruments 120 146 183 169 75 166 163 1022 



The Effects of the Use of The Effects of the Use of 
Competence InstrumentsCompetence Instruments

Training & Development Effects
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The Effects of the Use of The Effects of the Use of 
Competence InstrumentsCompetence Instruments

Level of 
Agreement None Weak Moderate Considerable Strong 

Do not 
know Missing Total 

Training and 
Development 
Effect                 
Better alignment 
of training and 
development with 
personnel 
management 83 153 194 209 98 120 165 1022 
Better alignment 
of training and 
development with 
organisational 
strategy 80 146 186 227 109 114 160 1022 
Improvement of 
the added value 
of training and 
development 75 121 191 224 128 119 164 1022 
Improving advice 
on participation in 
training 87 127 190 222 108 125 163 1022 
Improved basis 
for training and 
learning programs 76 128 201 228 113 112 164 1022 
Optimising the 
learning potential 
of the workplace 82 144 199 219 98 112 168 1022 
Defining 
assessment 
criteria for result 
measurements 120 129 179 186 102 132 174 1022 
Improving 
employee 
willingness to 
learn 77 151 198 194 106 129 167 1022 
Better basis for 
the selection of 
training activities 96 115 177 231 119 110 174 1022 
Improving the 
learning culture of 
the organisation 78 139 177 214 132 112 170 1022 
Stimulating the 
learning and 
development of 
employees 78 131 182 220 129 110 172 1022 
Making better use 
of informal 
learning 93 134 176 201 108 132 178 1022 
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 the definition of the competence
concept is ambiguous.

the cost of working with competence
instruments is too high.

the benefits of working with
competence instruments are limited.

working with competence instruments
happens at the cost of attention for

performance improvement.

competence profiles are not valid.

competence profiles are not reliable.

working with competence instruments
leads to more bureaucracy.

there is resistance against the use of
competence instruments.

assessment of competence does not
indicate ways to develop them.
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 the  de fin ition  o f the  competence
concept is ambiguous.

the  cost o f w orking  w ith
competence  instruments is too

h igh.

the benefits o f w orking  w ith
competence  instruments are

lim ited.

w orking  w ith  competence
instruments happens a t the  cost

o f a ttention fo r perfo rmance
improvement.

competence  p ro files a re  no t va lid .

competence  p ro files a re  no t
re liab le .

w orking  w ith  competence
instruments leads to  more

bureaucracy.

there  is resistance aga inst the
use  o f competence instruments.

assessment o f competence
does not ind icate  w ays to  deve lop

them.
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Perceptions of CompetencePerceptions of Competence

1035294937

assessment of competence does not indicate
ways to develop them.

949327959

there is resistance against the use of 
competence instruments.

528304129

working with competence instruments leads to
more bureaucracy.

212152521

competence profiles are not reliable.

417132618
competence profiles are not valid.

119132422

working with competence instruments happens 
at the cost of attention for performance 
improvement.

014182821
the benefits of working with competence
instruments are limited.

425223223
the cost of working with competence
instruments is too high.

784336136

the definition of the competence concept is 
ambiguous.

Statement (agree + strongly agree)

OtherLack of 
time

Do not
expect
enough
from it

Decide
d not to

Not
familiar
with
concept

Reason (number)
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Levels of Training and Levels of Training and 
DevelopmentDevelopment

Level of Promotion of Training and Development of Employees 
Instrument None Weak Moderate Considerable Strong 

Use competence 
assessments in selection 
of new employees 

1 35 103 128 110 
Implement assessments 
for employee evaluation 

1 24 102 120 113 
Using competence 
assessment in 
remuneration 2 7 49 61 54 
Assign coaches for 
competence development 

2 13 62 100 98 
Develop competence 
profiles of job holders 

2 25 99 154 131 
Adpot competence-based 
personnel management 

3 38 117 141 129 
Introduce use of personal 
development plans 

3 38 96 173 139 
Arrange facilities for 
learning 

3 46 146 189 164 
Distinguish competence 
centres 

4 42 118 127 114 
Acknowledge informally 
acquired competence 

4 27 88 134 118 
Develop competence 
profiles of job families 

4 41 111 154 132 
Market products/services 
with competence as label 

5 39 94 104 103 
Appoint competence 
managers 

6 20 76 83 72 
Define core competence 
of organisation 

6 60 172 192 163 
 



Conclusions 1Conclusions 1

�� Voluntary participation: the study is not Voluntary participation: the study is not 
meant as a representative review of use; meant as a representative review of use; 
responding organizations that work with responding organizations that work with 
competence instruments were selected as competence instruments were selected as 
the basis for the further analysis of the use the basis for the further analysis of the use 
and added value of the use of competence and added value of the use of competence 
development instruments.development instruments.

�� No inference may be made regarding the No inference may be made regarding the 
amount of use of competence instruments amount of use of competence instruments 
in organizations in the countries studied.in organizations in the countries studied.

�� Response was high.Response was high.
�� Large amount of educational organizations Large amount of educational organizations 

responded.responded.



Conclusions 2Conclusions 2

�� The instruments that are being used The instruments that are being used 
by over 60% of the organizations by over 60% of the organizations 
are: are: 
�� Defining core competenceDefining core competence
�� Providing facilities for learningProviding facilities for learning
�� Using personal development plansUsing personal development plans
�� Using competence profilesUsing competence profiles

�� 10 of the 13 instruments listed are 10 of the 13 instruments listed are 
being used by over 50% of the being used by over 50% of the 
responding organizationsresponding organizations



Conclusions 3Conclusions 3

�� The differences in using competence The differences in using competence 
instruments between the Education instruments between the Education 
Sector and Other Sectors are Sector and Other Sectors are 
minimal.minimal.

�� The same holds for Organization The same holds for Organization 
Size.Size.

�� There are various reasons for not There are various reasons for not 
working with competence working with competence 
instruments; only 7% say they do not instruments; only 7% say they do not 
expect enough from it.expect enough from it.



Conclusions 4 The top three Conclusions 4 The top three 
effects at organisational leveleffects at organisational level
Reported by over 40% of the responding organisationsReported by over 40% of the responding organisations

�� Improving quality managementImproving quality management
�� Improving customer orientationImproving customer orientation
�� Improvement of efficiencyImprovement of efficiency

�� If these experiences reflect If these experiences reflect 
reality, the use of competence reality, the use of competence 
instruments at organisational instruments at organisational 
level has a lot of potential.level has a lot of potential.



Conclusions 5 The top three Conclusions 5 The top three 
effects at HRM & HRD leveleffects at HRM & HRD level
Reported by over 35% of the responding organisationsReported by over 35% of the responding organisations

�� Offering better development Offering better development 
opportunitiesopportunities

�� Increased performance of Increased performance of 
employeesemployees

�� Increased motivation of employeesIncreased motivation of employees

�� Also, if these experiences reflect Also, if these experiences reflect 
reality, the top two effects are reality, the top two effects are 
already sufficient to justify already sufficient to justify 
investments in implementing investments in implementing 
competence instruments in general.competence instruments in general.



Conclusions 6 The top three Conclusions 6 The top three 
effects at Training & Development effects at Training & Development 
levellevel
Reported by over 40% of the responding organisationsReported by over 40% of the responding organisations

�� Stimulating learning and development of Stimulating learning and development of 
employeesemployees

�� Improvement of the added value of training Improvement of the added value of training 
and developmentand development

�� Providing a better basis for the selection of Providing a better basis for the selection of 
training activitiestraining activities

�� And again, if these experiences reflect And again, if these experiences reflect 
reality, these effects justify investments in reality, these effects justify investments in 
implementing competence instruments for implementing competence instruments for 
training and development purposes.training and development purposes.



Conclusions 7Conclusions 7

�� Over 60% of those who are unfamiliar with Over 60% of those who are unfamiliar with 
or not using the competence concept have or not using the competence concept have 
resistance to use:resistance to use: unknown makes unknown makes 
unloved? What are the decisions based unloved? What are the decisions based 
on?on?

�� The next three statements they agree with The next three statements they agree with 
are:are:
�� The definition is too opaque: The definition is too opaque: there indeed is no there indeed is no 

standardization yet!standardization yet!
�� Assessment does not indicate development: Assessment does not indicate development: but but 

repeated assessment does.repeated assessment does.
�� It leads to more bureaucracy: It leads to more bureaucracy: fear of paper fear of paper 

work?work?



Conclusions 8Conclusions 8

�� There are large differences in the use of There are large differences in the use of 
competence instruments by the strong or competence instruments by the strong or 
weak promotion of employee training and weak promotion of employee training and 
development in general, regarding:development in general, regarding:
�� Arranging facilities for learningArranging facilities for learning
�� Using the concept for marketingUsing the concept for marketing
�� The presence of competence managersThe presence of competence managers
�� The use of competence profiles for job holdersThe use of competence profiles for job holders

�� It seems that there are two approaches: It seems that there are two approaches: 
the organisational development and the organisational development and 
personnel development approach, which personnel development approach, which 
can be complementary.can be complementary.


