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ABSTRACT 
 

This applied project was designed to assist the Street and Drainage Division of 

Houston’s Public Works Department. Concerns included a lack of promotable existing 

employees, the loss of institutional knowledge, and frustration among employees. 

Existing development activities were not effective. To assist, the division contracted 

with Strategic Government Resources. The goal was a solution combining targeted 

professional development, succession planning, and organizational goals. 

Available literature focused on professional development, succession planning, 

competency modeling, and related concepts for the public sector. This review provided 

the basis for utilizing competency modeling in a structured format. Populating the model 

would be done through a modified integrative literature review. This would identify 

relevant competencies and attributes that would be categorized. 

Forty competencies and attributes were identified across four basic categories: 

Leadership, Technical, Professional, and Credentials. These items were consistent with 

the City’s evaluation program (HEAR) and other industry standards. Proficiency levels 

were established and a gap analysis was performed. Competencies and attributes were 

linked to job descriptions for utilization of specific development tools. 

The findings were presented to members of Human Resources and leadership. 

The division has embraced the primary goal of linking professional development with 

organizational needs using elements of succession planning. Future opportunities 

include a Learning Management System (LMS) to automate the approach, using the 

approach in employee evaluations, and a “Train the Trainer” program. The consensus 

was that the approach offered a better utilization of resources by aligning organizational 

and employee goals for professional development with relevant developmental tools. 
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Chapter I 

INTRODUCTION 

Professional development tools have consistently been utilized by organizations 

to maximize the potential of their respective workforces. The ideal situation has always 

been that by enhancing the abilities of the existing human capital resources, the benefits 

realized for the amount spent on personnel become exponentially more valuable due to 

the realized increases in productivity and organizational capacity. To that effect, Aguinis 

and Kraiger noted “there is documented evidence that training activities have a positive 

impact on the performance” and that “training activities can also be beneficial regarding 

other outcomes” (2009, p. 453). The main issues in developing personnel have included 

issues of choice as it relates to training and development as a priority. Questions 

surrounding which employees organizations choose to train, what areas of training are 

addressed, when does the training take place, along with the reasons why were those 

decisions made are never easily answered. This project presents a practical example 

found in the public sector to address those questions in a logical and concise manner that 

requires strategic decision making concerning professional development. 

Addressing a Specific Need  

This project originated from and is focused on the Streets and Drainage Division 

of the Department of Public Works and Engineering within the City of Houston (COH). 

In looking at Houston, it is the largest city in Texas and fourth largest nationally. The 

City is a home-rule municipality which operates under a strong-mayor form of 

government where the Mayor serves as both the Chief Elected Official and the Chief 
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Executive Officer. In terms of land area, the city limits include approximately 650 square 

miles; roughly equivalent to the incorporated land areas of Miami, Cleveland, Denver, St. 

Louis, Pittsburgh, Boston, Baltimore, San Francisco and Washington, D.C. combined. 

This area is home to a population of over 2 million people within the city limits and 

approximately 6 million in the metropolitan area. The City organization includes over 

20,000 employees working within 20 different departments and targeted initiatives within 

the Mayor’s office. Of those departments, Police, Fire, and Public Works are among the 

largest in terms of employees and responsibility. (COH, 2013a; COH, 2013b; COH, 

2013d) 

The City of Houston’s Department of Public Works and Engineering (COH-

PWE) is responsible for service delivery to all Houston residents within the City as it 

relates to the maintenance and operation of the City’s public infrastructure. The 

Department’s Mission is to: “Plan, design, construct, operate and maintain Houston’s 

public infrastructure systems to provide drinking water, wastewater treatment, 

stormwater drainage and streets; establish and enforce the City’s building and 

development codes; all in a responsive, effective, efficient and responsible manner to 

serve our customers.” The Streets and Drainage Division of the COH-PWE has an annual 

budget approaching $100 million with approximately 850 employees. The Division is 

responsible for maintaining the streets, bridges, roadside and off-road ditches within the 

City of Houston. This infrastructure is utilized by the public on a daily basis. Therefore, 

proper maintenance is vital to the operation and economy of the Houston metropolitan 

region. (COH, 2013a; COH, 2013d) 
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There are a few key challenges in maintaining the City’s streets, bridges, storm 

sewers, and road-side ditches; specifically maintaining quality service within the budget, 

dealing with the vastness of the City of Houston, prioritizing repairs and projects, and 

weighing maintenance against replacement. Each of these challenges has a distinct 

impact on the operations of the division. To remain proactive and responsive to the needs 

of the City, the division has had to develop creative strategies to deal with the inherent 

challenges in maintaining the infrastructure of one of the largest cities in the United 

States. (COH, 2013d) 

In order to address the ever-increasing demands on personnel within the Street 

and Drainage Division, the division has implemented various training and development 

efforts over the years designed to allow for the promotion of employees within the 

division, department, and the city as a whole. These various efforts focused on 

identifying organizational needs and desired qualities among its leadership positions. The 

training sessions were designed to meet those needs. While it is accepted that the 

organization has viewed these initial efforts as a step in the right direction, the need was 

identified for an approach that would yield more straightforward and easily quantifiable 

indicators of success for professional development activities. 

These initial discussions began internally at the City of Houston in late 2012. The 

City of Houston project team (located within the Street and Drainage Division of Public 

Works and Engineering) initially focused on a need to better prepare the entry-level 

employees of the division for future technical, supervisory, and leadership positions. The 

thought was to create a pipeline that could minimize the need for outside recruiting 

relative to higher turnover rates in certain areas. It was decided that the team would look 
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to identify a consultant that might have something in place that could help to achieve 

those goals. 

In looking to achieve more defined and substantive benefits for training and 

development, the division approached Strategic Government Resources (SGR) to provide 

a means of incorporating the existing development tools and some existing training into a 

formal professional development plan. SGR is a consulting firm that specializes in 

assisting local governments in areas such as recruitment, personnel development, and 

other programs dedicated to organizational improvements. SGR has many local 

government clients and offers a variety of options for public sector training and 

development. SGR’s different approaches to public sector human resource development 

have been utilized by many agencies with goals to increase the capacity of their 

respective workforces. One of those programs is SGR’s Fourth Dimension Leadership 

approach. (SGR, 2013a) 

In early 2013, SGR discussed their Fourth Dimension Leadership Approach with 

us. SGR’s Fourth Dimension Leadership program focuses on building leaders using a 

multi-faceted approach. This approach includes a focus on Relational Leadership, 

Operational Leadership, Systems Leadership, and Strategic Leadership. One of the 

benefits of this program was that it “starts by recognizing that all employees exercise 

some degree of leadership regardless of position” (SGR, 2013b). This was important as 

the Division was looking for an approach that could focus on a wide variety of employees 

across the Division’s hierarchy.  
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Figure 1. Fourth Dimension Leadership Pyramid Model (SGR, 2013b) 

While many useful concepts and tools were identified within the Fourth 

Dimension Leadership program, there was no clear method identified that would achieve 

the desired results. It was then decided that this challenge presented an opportunity to 

truly make a useful tool that would combine the organization’s professional development 

goals with succession planning in order to produce a professional development tool that 

had an end goal of qualifying for a specific position. The City of Houston entered into a 

consulting agreement with SGR in July of 2013. 

Since entering into that agreement, the City of Houston teamed with SGR 

throughout the remainder of 2013 and into 2014 to work through the initial concepts of 
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the framework and to identify potential sources of previous work and industry standards 

to be used in building a tool consistent with the goals of the project. In looking at the 

perception of previous professional development activities, one of the big concerns 

identified was the potential to train an employee for their next job with their next 

employer. In addition, it was also evident that the training programs previously created 

and designed to prepare entry-level employees for the next step were not being 

recognized for the qualifications of the targeted future positions. 

The starting point was SGR’s original study that proposed using their Fourth 

Dimension Leadership program in conjunction with some City of Houston pre-

established priorities. As work progressed, the project grew outside of this established 

SGR program and into a desire to develop a more comprehensive solution that would 

incorporate not only the previous work from SGR, the City of Houston generic priorities, 

but also to have the ability to account for specific items that must be addressed for an 

employee to be promoted to a different position. The proposal for this project emerged in 

late 2013 to construct a new framework incorporating quantifiable competencies and 

attributes consistent with existing job classifications. 

Initial Review of the Concepts Involved 

 Decisions regarding the allocation of funds and the specific uses of funding for 

development purposes can vary from organization to organization with completely 

different results. The context of the public sector adds another element to the nuances in 

the decision-making process. For many years now, it has been recognized that training 

dollars are limited and among the first to be cut during tough fiscal times; especially in 

the public sector. A 2011 Department of Justice report by Wiseman noted that “training is 
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typically among the first budget line items to be cut,” but warns that, such measures are 

“a short-term fix that can have negative effects” (2011, p. 19). Baker also listed some 

common fiscal cutback approaches to include “deferring replacement equipment, 

delaying software upgrades, eliminating staff training, or holding off on facility 

modifications” (2011, p. 10). 

 This idea is echoed by Laine and Otto (2000) who argue that in education 

“professional development is frequently the first victim of budget cuts” (p. 3). Laine and 

Otto also contend that borrowing from the private sector can be beneficial in overcoming 

professional development obstacles such as budget cuts. It is therefore reasonable to 

assume that both the allocation of and the use of professional development funds would 

subject to the discretion of decision makers in both the public and private sectors.  

The 2007-09 recession led to expenditure reductions in the public sector which 

specifically targeted personnel costs (Nelson, 2012). The need for cost-conscious 

innovation in human resource development is important considering “the majority of 

local government expenditures are for personnel” and that in Nelson’s study, “all of the 

sample cities targeted personnel costs as the primary engine for budget reduction” (2012, 

p. 555). However, this approach cannot be considered a temporary thing and this “new 

normal” will force change and allow for public managers to “find opportunity in the 

challenges” presented from fiscal, regulatory, and political pressure. (Nelson, 2012, pp. 

614-615) 

As a result of the limits imposed (and expected scrutiny) on the use of 

professional development funds, the activities associated with these funds are also limited 

and subject to inequitable distribution among the workforce. In the public sector, as in 
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other sectors, the allocation of these development resources is ideally associated with 

achieving certain organizational goals. However, the public sector differs from the 

private sector in many ways. Other than the influence of the political process, there are 

concepts such as public sector motivation (PSM) which are important to consider when 

examining the development of personnel. (Bright, 2008)   

Along those same lines, it has been found that “it is more difficult to generate 

consistent, high levels of change” in the public sector and that private sector managers 

have more discretion over organizational changes than those do in the public sector. 

(Robertson & Seneviratne, 1995, p. 555) These overall differences, however, are not so 

extreme as to prevent the sharing of ideas between the sectors. As such, lessons learned 

in the private sector can be translated to the public sector (Laine & Otto, 2000). However, 

due to the differences between the sectors, there is no simple translation of an approach 

from the private side to a public entity. 

Public sector environments (especially those with civil service procedural 

requirements in place) provide another wrinkle in terms of professional development. The 

required and rigid uniformity associated with personnel decisions often results in less 

discretion available for the use of training resources. Specific requirements for 

promotions and initial placements provide a level of rigidity that demands the same from 

any professional development system. Training resources can often be seen as a means to 

increasing levels of performance and thereby scrutinized for equity of distribution since, 

in terms of succession planning, it can be said that those who succeed and those who do 

not are predetermined by these processes.  
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Considering that thought, privatization of public sector services is typically done 

with the goal of maximizing economic efficiencies by emulating private sector practices. 

When the public leans on the private sector, economic goals are pushed to the forefront 

while issues of “social justice” are often lost in the mix. Therefore, incorporating 

diversity and any necessary social accommodations must be considered. As a result, 

professional development efforts borrowed from the private sector must address the 

appropriate “social components” to balance the needs of the public sector and the 

efficiency of the private sector (Prizzia, 2001). 

As previously alluded to, succession planning is often more controversial and 

sensitive to social impacts and concerns for diversity because it can be seen as the hand-

picking of those employees that will be promoted in the future. The time, energy, and 

resources committed to succession planning involve leadership making some initial 

decisions about who has the potential to be promoted in the future. Once again, the idea 

of “pre-selection” is often in conflict with some of the guiding principles of public sector, 

and especially civil service, environments. Because a specific process is often required 

for promotions and placements, the idea of succession planning is limited to preparing 

those employees for the next step. 

In recognizing the unique needs for improved public sector professional 

development, Kim links professional development, employee assessments, and 

succession planning together while considering the nuances of the public sector and 

specific organizational values. (2003) 

 Kim describes succession planning is described as a systematic means to identify 

the future leaders of an organization and includes developmental efforts that can affect 
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performance. Succession planning should be strategically infused into human resource 

activities; along with values such as workplace diversity. The idea of integrating 

succession planning and professional development is a means to address both “current 

and future needs” of the organization (Kim, 2003). In demonstrating these concepts, the 

article provides practical examples of targeted professional development using principles 

of succession planning.  

In the private sector, Allstate and Motorola have implemented successful 

succession planning practices to meet organizational needs including diversity. 

Employees of Allstate, for example, “receive assessments of their current job skills that 

include road maps for developing the required competencies for advancement within the 

organization” (Kim, 2003, p. 535). A public sector example used by Kim examines the 

Nevada office of the Department of Energy (DOE/NV) and its succession planning 

system. The DOE/NV system brings development and succession planning together 

which is helpful to the development of this project. 

In looking at the various concepts and examples from Kim and others, it is clear 

that linkages between various individual and organizational needs can be beneficial in 

achieving succession planning and should include “identifying needed leadership 

competencies based on services or program needs, values and organizational strategies” 

(Kim, 2003, p. 535). With the goal of addressing a practical need while considering the 

necessary theoretical concepts, it is appropriate to summarize some of the major themes 

reviewed that will guide the development of the proposed solution for this project.  

1. Professional development and succession planning should be linked. 

2. Organizational needs, values, core competencies, desired attributes, and 

position requirements should be examined in tandem when making decisions.  
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3. Employees and the organization should know where they are in terms of 

capabilities, potential, and requirements with respect to the entirety of the 

organization and its goals. 

4. Personal development plans should be readily available with a clear path to 

attainment. 

As development and implementation are addressed, these four tenets will be expanded 

and reviewed for both a theoretical basis as well as a practical basis for development of 

the solution. 

Development of the Project 

In order to accomplish the identified goals, it was determined to be necessary to 

quantify, or normalize, the knowledge, skills and abilities (KSA’s) among different types 

and levels of positions. This requires creating taxonomies of attributes and competencies 

associated with those KSA’s. The idea is to use what has been “proven” and create 

hierarchies within the categories of attributes and competencies (consistent with the 

KSA’s) that would correspond to job requirements for positions across established job 

families. These should be demonstrated to change accordingly in complexity and 

specificity from the lower positions on the pay scale to the higher ones. Work on this 

overall approach has continued throughout 2014 and 2015 culminating in a presentation 

of the initial model in mid-2015. Progress will continue in 2016 and beyond to include 

further revisions and initial implementation. 

The project team includes myself-Brant Gary, Ian Wilson – graduate intern with 

the Street and Drainage Division and Industrial-Organizational Psychology Ph.D., 

Heather Harrison – project manager with SGR and former municipal HR professional, 

Greg Anderson – staff consultant with SGR whose duties include researching training 

and development issues as well as and publishing technical papers relative to these 
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subjects, and Ron Holifield – CEO of SGR and respected authority in local government 

consulting for these types of issues. Other contributors are utilized to fill in any gaps in 

expertise or perspective that may be needed. With the need identified to find a practical 

solution and the desire to academically justify the creation and basis for the approach and 

its components, I will be taking the lead on the work with review and support being 

provided by other members of the team. 

The goal behind this idea of targeted professional development is to have the 

specific requirements of a different/desired position be addressed by the tools chosen for 

an employee’s professional development. Traditionally, this would be more in line with 

succession planning. However, the main assumption being applied is that the values and 

skills important to the organization are generally more pronounced and specific as 

positions move up pay grades. Therefore, the values and skills being promoted by this 

approach will benefit the organization. While this approach will not be a “cure-all,” it 

will provide an alternative to the traditional approaches of professional development and 

succession planning and provide the following additional benefits: 

• Address employee apathy based in the “What’s in it for me?” mentality. 

• Provide tangible benefits for professional development funds being expended. 

• Preserve institutional knowledge through increased internal promotions. 

• Reduce “leaking” of professional development funds by training for the specific 

organization, not outside organizations. 

• Identification of items needed/desired for a position and quantifying their 

importance. 

• Establishing the common ties/roadmaps between different positions. 
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In examining the specifics of both professional development and succession 

planning, it is clear that decisions are made in a manner that can lack consistency, focus, 

transparency, and equity. Considering that resources for professional development are 

limited and that succession planning decisions may not be made under the best possible 

circumstances, a change in approach is warranted. The solution must look to accomplish 

several goals: 

1. Better utilize resources available for both activities. 

2. Allow for participation in both activities that is more equitable in nature. 

3. Engage employees on their own personal goals when planning for 

development activities. 

4. Set clearly defined goals in pursuing these activities. 

5. Establish results uniform with increasing workforce capacity in line with 

existing organizational structure. 

6. Show that employees successfully completing plans resulting from this 

approach are qualifying for other desired positions within the organization. 

The solution to the issues mentioned and the best approach for accomplishing the goals 

identified lies in a systematic combination of professional development and succession 

planning.  

Expected Outcomes of the Project 

This project is intended to establish a generic framework for combining 

professional development and succession planning within an organization. This 

framework would provide a structure for identifying attributes and/or competencies 

associated with job descriptions and job families. The model will provide information to 
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ensure professional development and succession planning based on commonalities in 

those attributes/competencies across individual job titles, job families and other 

organizational units.  

After this initial framework is completed with commonly accepted/defensible 

competencies and attributes, specific tools will be identified that are available to enable 

movement between classifications based upon a practical application. For this real-world 

application, the model will be put into practice using a specific job family from the Street 

and Drainage Division of the COH-PWE. The model will be used to establish 

relationships found in one particular job family so as to provide a link for employees to 

climb the ladder of positions found in this particular job family.  

In addition to the practical application described, an evaluation tool will be 

needed in order to look at the effects of utilization of the model as a professional 

development tool. Employees that used the model for professional development purposes 

will be compared against similar employees that did not use the model. Various factors 

will be used in an attempt to quantify the effects of the model. The idea is that those 

employees using and following the model will be quantifiably better prepared for the next 

stage of their careers. Proving this to be true would demonstrate that this approach of 

targeted professional development using tenets of succession planning would be a viable 

option for public sector organizations to consider when developing such a program. 

There are several data requirements for this project. First, there must be 

underlying values statements or other guiding principles selected for the organization in 

question. These items should be accompanied by any additional resources that can assist 

in categorizing, defining, and identifying various attributes and competencies important 
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to the organization. This can include accepted industry standards, best practices, 

professional licensing information, and other relevant documents. In addition, job 

descriptions are needed in order to quantify the differences in requirements for the 

various positions of the organization as those differences relate to the identified attributes 

and competencies. Finally, tools must be identified that can be used as a part of a 

professional development plan. These tools must allow for an employee to move between 

levels or proficiency/accomplishment among the identified competencies and attributes. 

The ultimate goal of this model is not to identify specific categories and 

competencies that can be applied across any and all disciplines for professional 

development purposes. Rather, the goal is to develop a linear line of thinking where the 

conceptual ideas of core competencies, desired attributes, and categorical separations of 

those items are defined and utilized to develop targeted professional development in line 

with succession planning.  

While the application of developmental tools and specific position requirements 

would typically require a level of organizational specificity, the creation of the model 

itself can be flexible in terms of categories, attributes, competencies, etc. so that an 

organization can meet its own specific needs in an organized, targeted manner. 

Achievement of this goal would mean that, prior to implementation, training and 

development activities would be vetted to allow for pre-defined results and expectations 

to be readily available for decision makers, program designers and instructors, program 

participants, as well as any other stakeholders involved.  
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Organization of the Project Presentation 

Continuing on, the following chapter will present a review of relevant literature 

that will examine certain concepts related to professional development and succession 

planning with respect to the organization in question. Following that, another chapter will 

present a review of the proposed methodology for creating and customizing the model an 

organization will use to implement this approach to professional development. This will 

include discussion of related concepts and tools necessary for the overall purpose 

including an evaluation model.  

The section following the explanation of the methodology will highlight some of 

the real world resources and concept examples that could be used to provide resources for 

an organization to utilize when populating the specifics of the model. Next, the actual 

creation of an organizationally-specific model will be presented for the Street and 

Drainage Division of the Public Works and Engineering Department of the City of 

Houston. Finally, the concept and process will be reviewed and summarized in order to 

bring the discussion to a point where the concept can be thoughtfully implemented in 

other organizations. 
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Chapter II 

LITERATURE REVIEW 

 In order to provide a sound basis for undertaking this project and the utilization of 

the resources necessary to make this happen, it is necessary to verify several basic 

assumptions necessary to guide the development of this model as proposed. 

1. Professional development and succession planning can be beneficial when the 

focus is placed on the organizational structure. 

2. Professional development, succession planning and using competencies in the 

public sector require specific considerations and challenges to overcome. 

3. The proposed model for targeted professional development can be considered 

a proven, viable approach by using pre-established methodology/sources for 

guidance, reference and support. 

By examining previous studies and academic findings, support for the project and 

its basic assumptions can be established. This is necessary to justify not only the need for 

a change in traditional professional development and succession planning for the public 

sector, but also to justify the work and approach associated with the specific proposed 

system that exhibits these characteristics. For the purposes of this review and 

organization of the supporting items found, specific works will be presented to provide a 

basis for each of the four assumptions mentioned. Each section will identify findings 

needed to support and guide both the development and implementation of the model. In 
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addition, specific observations and important conclusions gathered will be considered as 

additional guiding principles for this project. 

Professional Development, Succession Planning, and Organizational Structure 

 First, this approach contends that activities associated with professional 

development and succession planning can produce considerably more productive and 

beneficial results when those two groups of activities are performed in conjunction with 

each other and under the umbrella of the existing organizational structure. In order to 

explore this assumption, it is necessary to examine the practices of both developmental 

activities and succession planning as they have been demonstrated to exist and be 

successful. Also, acknowledging the effects of organizational structure on these two areas 

can provide evidence to specifically account for the potential benefits and/or negative 

externalities that can result. Knowing these effects and being able to account for them is 

the basis for an integration of these three concepts. 

 While certain generalities exist pertaining to professional development, it may 

also be beneficial to account for the organizational structure to ensure success and 

minimize inefficiencies that could occur. This concept would ensure that the model 

created relative to the targeted professional development approach would be 

customizable to work within the organizational structure where the model will be applied. 

However, taking into account organizational structure when applying the proposed 

concept and development of a model requires extra work associated with that 

customization. This customization might be seen as negating or diminishing the benefits 

of a model and/or the overall approach. As a result, there is a need to justify the extra 

work associated with assigning importance to organizational structure. 
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 In looking at improvements in professional development within the field of 

education, Guskey notes that it is necessary to approach this effort while “considering 

what is known about various organizational characteristics and structures, especially 

those that facilitate ongoing professional growth” (1994, p. 42). Accepting that 

educational entities typically operate within the public sector, these principles presented 

can be applied to the goal of this project concerning targeted professional development in 

the public sector. 

Guskey approaches the idea of addressing organizational structure through a 

general acknowledgment of professional development done with respect to the context in 

which it is being conducted. He also addresses the apparent contradiction between the 

desire to establish overarching approaches and models for professional development and 

the need to address contextual (i.e., organizational structure-based) nuances. Specifically, 

Guskey states that while “synthesizing the evidence across studies is done specifically to 

eliminate the effects of context,” it is apparent “the uniqueness of the individual setting 

will always be a critical factor” and that “what works in one situation may not work in 

another” (1994, p. 44). As a result, Guskey’s work supports the idea that when a concept 

or model is practically applied, the generic approach established will work best with the 

extra steps needed for customization. 

Continuing this idea, the incorporation of steps to customize any model to account 

for organizational structure is noted by Guskey as not only being appropriate or 

beneficial, but absolutely necessary in most applications. He notes that “although some 

general principles may apply throughout, most will need to be adapted, at least in part, to 

the unique characteristics of that setting” (1994, p. 44). This concept is furthered by 
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citing numerous previous studies that support the idea of professional development in 

context. In support of that concept, Guskey’s own proposal for an approach to 

professional development does not prescribe specifics or seek perfection; instead, it 

utilizes guidelines that depend on context (Guskey, 1994). 

Guskey’s guidelines “reflect a framework for developing that optimal mix of 

professional development processes and technologies that will work best in a specific 

context at a particular point in time” (1994, p. 45). As further evidence of the importance 

placed on organizational structure in Guskey’s approach, one of his six proposed 

guidelines points to the idea of change “as both an individual and organizational process” 

(1994, p. 45). Much like the targeted professional development model being proposed, 

Guskey believed and demonstrated a respect for the nuances of a particular organization 

when recommending an approach to professional development in education. The model 

proposed by this study is targeted to the public sector; specifically, local government. The 

approach and resulting model will be consistent with Guskey’s guidelines and 

demonstrate “pragmatic adaptations to specific contexts so that ongoing professional 

growth and improved professional practice are ensured” (Guskey, 1994, p. 50). 

Just as professional development is concerned with making the most out of the 

workforce of an organization, succession planning also is primarily associated with 

maximizing the potential of the existing workforce for the benefit of the organization. 

However, succession planning looks to the workforce for the organization’s future needs. 

“Creating Greater Success in Succession Planning” is a 2008 article by Barnett and Davis 

that examines specific tactics and characteristics of succession planning and what makes 

those activities effective.  
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As a precursor to examining any issues, the article presents two purposes of 

succession planning. First, it is intended to “provide the processes and structure for 

identifying and understanding the leadership talent in the organization” (Barnett & Davis, 

2008, p. 722). This first purpose stated speaks to the identification of talent suitable for 

promotion. This is obviously extremely important. However, it is the second purpose that 

is most in line with the purpose of this proposal to approach professional development 

with an eye towards succession planning. Specifically, that second purpose, which aims 

to “emphasize and facilitate ongoing learning and development for the organization’s 

most talented leaders,” (Barnett & Davis, 2008, p. 722) is consistent with the idea of 

merging professional development and succession planning. While there may be further 

discussion needed concerning that first purpose, the article has several findings and 

guiding principles presented that can assist with the development of the model associated 

with this proposed approach. 

Despite the potential divergence of this proposed approach to professional 

development to traditional succession planning, the article provides justification for 

improvements in succession planning efforts. Several critical issues are cited in the article 

which challenge the adequacy of traditional succession planning. These issues include a 

potential increase in demand for future leaders due to demographic shifts along with 

changes in values from one generation to the next. In addition, there are growing 

concerns about the preservation of institutional organizational knowledge. Increased 

demands on senior leadership as well as the pressures of globalization are also cause for 

change in succession planning. Finally, there is a need for succession planning to address 
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the “accelerating rate and degree of change in markets, technologies, and customer 

preferences” (Barnett & Davis, 2008, pp. 722-723). 

In light of (or perhaps aside from) the impacts of these issues, there is evidence 

presented in the article that a majority of succession planning systems are broken and/or 

inadequate. The reason cited for these failures is that these systems have become overly 

concerned with being tools of replacement rather than tools of development. The 

proposed targeted approach of this project is designed to be first and foremost concerned 

with professional development by enforcing the values along with development of skills 

seen in the progression of the various positions across the organization in question. This 

is a shift in the way the concept of succession planning has been traditionally used 

(Barnett & Davis, 2008, p. 724). 

Consistent with the authors’ focus to place proper emphasis on certain aspects of 

succession planning, the article proposes a cyclical approach to the succession planning 

process identified through five distinct steps. In these steps, certain tasks and activities are 

described that are intended to avoid potential pitfalls often found in succession planning. 

However, for the purposes of this review, the goal is to identify specific components of 

this identified process that will be useful to consider in guiding the approach for targeted 

professional development. Those steps identified in the cycle are as follows: 

• Step 1: Preliminary planning  

• Step 2: Preparing for succession planning and talent review  

• Step 3: The talent review meeting 

• Step 4: Providing feedback and facilitating developmental action planning 

• Step 5: Measuring effectiveness (Barnett & Davis, 2008, pp. 729-732) 
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 While those steps are useful for succession planning, it is the specific items in that 

cycle that can be used to provide a basis for elements of the targeted professional 

development model that must be identified. In the following items, the steps are listed 

again along with corresponding tasks and activities (some of which are paraphrased for 

clarity) relevant to the proposed approach along with italicized clarifying comments in 

sub-bullets: 

• Step 1: Item 3 – Developing a precise definition of and agreement about key 

concepts. 

o Concepts would equate to attributes and competencies. 

• Step 1: Item 4 – Determining the criteria against which participants will be 

evaluated. 

o Criteria for evaluation would be the levels of attainment relative to the 

required levels of competencies and attributes for proposed positions. 

• Step 2: Item 3 – Gathering recommendations about competencies and expected 

future leadership requirements to ensure evaluation criteria reflect the 

organization’s future leadership requirements. 

o Review and vetting of the selection and alignment of competencies and 

attributes as needed. 

• Step 2: Item 4 – Conversations with (potential) participants to determine their 

interest and willingness to be included in the process. 

o In keeping with the voluntary nature of the program, discuss and 

encourage participation. 
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• Step 2: Item 5 – Collecting ratings about the successor candidates based on the 

evaluation criteria. 

o Collect applicable background information and experience information 

for participating employees. 

• Step 3: Item 1 –Agreement on each person’s strengths, limitations, development 

opportunities, and placement in a performance-by-potential grid. 

o Assign levels of attainment of participants for the relevant attributes and 

competencies within the model. 

• Step 3: Item 2 – Clarifying development recommendations for each participant. 

o Identification of tools for professional development designed to support 

the requirements for positions as shown in the model. 

• Step 4: Item 1 – Delivering feedback to participants and initiating development 

action planning with them.  

o Assignment of a professional development plan formed from the 

differences found between requirements for positions and the 

qualifications of participants as determined by the model. 

• Step 5: Item 2 – Conducting an evaluation of satisfaction with the process, 

interpreting the results, and presenting them to decision-makers.  

o Review of the targeted professional development approach based on 

agreed upon evaluation model. 

• Step 5: Item 3 – Discussing and deciding on modifications or improvements  

o Based on evaluation results, discussion and implementation of changes to 

the program. (Barnett & Davis, 2008, pp. 729-732) 
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In continuing the examination of this article’s relevance to this project, there is a 

shift in focus to the specific recommendations for improving succession planning. The 

authors provide that “the failure to link succession planning to an organization’s strategy 

and its likely future business scenarios dooms it to mediocrity at best” (Barnett & Davis, 

2008, p. 733). This focus on the organization is the underlying principle for 

recommendations which would be beneficial in addressing improvements for the public 

sector. Specifically, items identified will be applied to the development of the model for 

this proposed approach to professional development.  

Continuing the discussion of improvements to these efforts, the authors 

recommend a blueprint process that can require the identification of current and future 

organizational concerns along with the use of role theory as a means of defining and 

classifying positions in the succession planning process. The development of these roles 

would include “attitudes and values, as well as specific kinds of behavior” (Barnett & 

Davis, 2008, p. 733). Going further, the process should include consideration of 

“information about the organization’s competitive landscape,” potential future issues, the 

“required skills, credentials, experiences, and motivations” desired, as well as helping to 

“clarify and prioritize the competencies that may be necessary in the future” (Barnett & 

Davis, 2008, pp. 733-735).  

While the proposed use of the blueprint process and role theory in the article is 

intended to be confined to the functions associated with succession planning, it is the 

process itself that is important. This approach can be related to the proposed use of 

existing job descriptions and the classification of those positions among the identified 

attributes and competencies. Inherent in the basis for the proposed approach of this 
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project is the preservation of flexibility needed to address organizational changes and to 

have professional development and succession planning follow suit.  

This flexibility is also not in conflict with the alignment of the different aspects 

needed to make the approach a reality. Supporting this connection, the authors of the 

article provide that the concepts presented in their study allow leaders to “change their 

hiring profile or focus their leadership development activities on building the skills their 

future leaders will need, thus linking succession planning to other processes that keep the 

organization vital, adaptive, and competitive” (Barnett & Davis, 2008, p. 736). 

As noted, the first purpose of succession planning in the article deals with the 

need to identify those worthy of consideration for succession planning. In addition, the 

beginning of the article presents a simple definition of succession planning as being 

“special efforts to invest in the best, highest performing, or highest potential talent at any 

organizational level or function, but particularly at or near the top” (Barnett & Davis, 

2008, p. 721). Both of these concepts present a major theme that, traditionally, separates 

professional development from succession planning. 

The idea behind this proposed approach of targeted professional development 

using principles of succession planning attempts to remove the separation between these 

two activities. This separation, as seen in the first stated purpose of and also in the 

definition of succession planning, is the arbitrary selection of those employees “worthy” 

of being chosen for succession planning. Typically, all employees receive some form of 

professional development, but only the chosen few are allowed to participate in 

succession planning. The proposed approach seeks to engage motivated employees in 

professional development activities that are consistent with the convergence of elements 
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of succession planning with professional development that can empower employees with 

the values and desired knowledge of the organization as demonstrated through its 

organizational hierarchy. 

Lalitha Naveen’s 2006 article entitled “Organizational Complexity and 

Succession Planning” examines succession planning and its effects in practical 

applications in the private sector. While the focus of this project is based in the public 

sector, the concept of succession planning is certainly applicable to both sectors. In 

addition, privatization options have been consistently explored over the years as options 

for traditional public sector approaches. The focus of this study involves “CEO 

succession as a process” (Naveen, 2006, p. 662) and examines several aspects associated 

with that process. Naveen’s study analyzes the various approaches to succession planning 

and tests several hypotheses relative to types of succession planning and the firms that 

use them.  

Relay succession and horse race succession are the two main types of succession 

reviewed and tested by Naveen. Relay succession is described as the succession process 

where “an heir apparent is selected before the incumbent CEO retires” and then works 

with the incumbent CEO to gain necessary and valuable experience (2006, pp. 663-664). 

Horse race succession, on the other hand, is “where two or more top executives compete 

for the CEO post” (Naveen, 2006, p. 664). Relative to these types, the study identifies 

relay succession being the most common type, while horse race succession and other 

types (including non-existent) were grouped together for the purposes of analysis. 

However, it was also determined that “firms employing relay succession are just having 
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the horse race earlier in the succession process and earlier in the career of the manager” 

(Naveen, 2006, p. 680). 

 As it relates to this professional development project, it is not being assumed that 

the type of succession planning identified is necessary in guiding professional 

development activities. However, Naveen’s findings do provide some specific beneficial 

information to support the proposed approach. Some of the specific relevant concepts 

identified involve the motivations and effects of succession planning for organizations. 

Naveen also concludes that, when succession planning is evident in an organization, there 

is (naturally) “a higher probability of inside and voluntary succession and a lower 

probability of outside and forced succession” (2006, p. 663). This is consistent with the 

notion that planning reduces the costs of succession and ensures a more orderly transition 

for an employee moving from one position to the next. 

Since the concept of succession planning is critical to the approach of this 

proposed project, Naveen’s study is extremely helpful by examining succession planning 

elements in an organizational context. This study positively reinforces the idea of 

succession planning in organizations by specifically identifying the benefits that come 

with that approach. In addition, the type of succession planning that existed in various 

organization did not appear to be an overwhelming factor relative to those positive 

effects. As a result, this project’s use of succession planning principles for professional 

development is further supported. 
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Competency Modeling, Professional Development, and Succession Planning in the 

Public Sector 

 The goal of this section is to identify specifics associated with professional 

development and succession planning as they relate to the public sector. The purpose of 

limiting this section to the public sector is so that the literature reviewed sets the stage for 

the typical approaches towards these activities when constrained by the scope and 

mission of a typical public sector organization. The justification for the approach 

identified has to address specific deficiencies found in professional development and 

succession planning in the public sector. Relative to these identified shortcomings, the 

question must also be answered as to how this approach can address and/or minimize 

those shortcomings. 

 Succession planning in the public sector may, with the application of various 

stereotypes, simply be viewed as an effort to maintain the status quo while changing the 

nameplate on the door. However, succession planning in the public sector can be so much 

more than mere lip service. It can also be a source of innovation and creativity. Ellen 

Schall presents the idea that succession planning can be a tool of the public sector to 

facilitate the positive and the idea of “keeping change alive” (1997, p. 4) as public sector 

organizations continue to grow and evolve.  

 The idea of succession planning is traditionally used to ensure organizational 

continuity by establishing a plan for addressing future vacancies in various positions 

within an organization before the vacancies actually occur. Naturally, the plan for 

addressing these vacancies involves training and grooming candidates for these perceived 

vacancies. Many mission-critical positions are subject to the unique nature of the public 
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sector including factors relative to employment rules (e.g., civil-service requirements), 

political influences on the leadership directing the organization (e.g., direct or indirect 

changes in leadership), as well as political effects on the organization itself (e.g., budget, 

mission, existence, etc.). As a result, succession planning in the public sector can be very 

difficult to accomplish and very different than the private sector when it is realized.  

The article addresses a very real, but often overlooked driver for succession 

planning in the public sector. It is suggested that succession planning is needed to sustain 

innovation so that gains and progress made in one administration are not lost in the next. 

However, succession planning is not widely used in the public sector because “the 

executive’s fortunes are generally tied to a particular administration” (Schall, 1997, p. 4). 

In addition, public sector continuity efforts are often realized through roundabout 

approaches such as pandering to current and future political leaders, obtaining support 

from those outside the organization who (directly or indirectly) have influence over/with 

political leadership, and seeking outside endorsements (via pursuing awards and other 

recognition) for existing programs so as to make discontinuing them or changing the 

approach more difficult in the public eye (Schall, 1997, pp. 4-5). Outside of these “less 

than direct” attempts at sustaining innovation, succession planning is a much more direct 

approach that allows for leaders in the public sector to systematically “extend their 

strategic vision beyond their own tenure” (Schall, 1997, p. 5). 

Schall’s examination of this phenomenon is based on her personal experiences 

within the New York Department of Juvenile Justice. Obviously, this environment would 

be heavily influenced by political factors. As a result, leaders in environments such as 

this often have realistic expectations when it comes to realities of tenure and 
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organizational direction that must consider those political factors. Schall’s study draws 

from personal and academic evidence that succession planning efforts which recognize 

and accept these political realities can produce positive organizational results associated 

with realizing previous, current and future innovations (1997). 

The main link examined in the article is the relationship between the transition 

from one administration to the next and how strategic planning and sustaining 

innovations becomes a part of that. Schall does not necessarily maintain that an 

organizational leader who is forced out suddenly should attempt to work through this 

process. However, public sector leaders that develop their own plan for leaving or are 

familiar with the normal tenure of their position, should realize the reality of that 

situation and take advantage of the opportunity to put items in place to sustain and 

promote innovation after his other planned departure. This is consistent with the literature 

cited in the article in that the leader who chooses his or her own destiny has the best 

chance to positively affect the organization beyond that leader’s current tenure (Schall, 

1997). 

Of course, realizing and strategizing around one’s own professional mortality is 

not a natural or easy task for most leaders. In fact, the article suggests that the promotion 

of succession planning is subject to overcoming the following four barriers: 

1. The leader's reluctance to take up the succession “task.” 

 2. The assumption that succession issues are beyond the scope of the leader's 

work. 

 3. Confusion about how the succession task should be framed-is it a matter of 

replacing oneself or of strategic “positioning?” 
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4. Lack of information about how to take up the task-how to plan for succession 

in the midst of a shifting political environment and given regulatory and political 

constraints.” (Schall, 1997, p. 6) 

As it relates to these barriers, the personal experience in the New York 

Department of Juvenile Justice and how her own leadership demonstrate the ability to 

overcome these barriers and approach the idea of succession planning. This is done 

through influencing the selection of and/or actions of the potential successor along with 

creating a “treasure map” that would leave traces of innovational programs within the 

overall structure of the organization under the new leadership. The main tactics 

associated with keeping those innovations alive within the organization were “preparing 

people and ‘hardwiring’ the system” (Schall, 1997, p. 8). These specific efforts identified 

involve strategically placing responsibilities and expertise with certain members of the 

organization along with establishing various policies, procedures, and other 

organizational norms in place that were consistent with the innovational efforts desired to 

be continued (Schall, 1997, p. 8). 

Through these efforts, major progress was made in sustaining innovation through 

the succession planning tactics identified. This is certainly a major accomplishment 

considering the tendency of human nature to resist change. In looking at how these 

findings relate to this overall targeted professional development project, it is important to 

note that “creating the expectation that the public sector can, and should, focus on the 

longer term” (Schall, 1997, p. 9) is a major goal of this project. By focusing on building 

organizational capacity through developmental efforts rooted in organizational realities 

and desired competencies/attributes, organizational capacity is increased by “developing 
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the willingness and ability to devise an effective approach to succession planning” 

(Schall, 1997, p. 9). 

 An understanding of the nuances of the public sector can support the need for a 

specialized approach to basic developmental practices. This requires an example where 

workforce succession planning is focused exclusively on the public sector. Pynes’ 

research establishes that there are specific needs that must be considered when looking at 

the public sector and looks to establish some history and guidelines for those activities in 

the public sector. In order for these activities “to be effective and able to adapt to changes 

quickly, agencies need realistic information on the capabilities and talents of their current 

staff” (Pynes, 2004, p. 389). This requires an integration of HR into the operations of the 

organization in a much more participative manner. 

Supporting this concept of inclusion, this article cites a report from the National 

Academy of Public Administration that offers five steps that can aid in this process: 

• Step 1: Include HR in Strategic Plans 

• Step 2: Define Human Resource Requirements 

• Step 3: Develop Action Plan for Implementing Human Resource 

Strategies 

• Step 4: Evaluate Progress 

• Step 5: Manage the Change Process (Pynes , 2004, p. 390)  

These five steps identify a specific role for HR in ensuring input, evaluation, and reaction 

at key moments during this process. These steps involve consideration of organizational 

goals in conjunction with an evaluation of those goals relative to the accomplishments 
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and capabilities of the workforce. The end result produces managed change that is 

focused and desired. 

One of the main benefit of planning is the ability for public sector organizations to 

be proactive in terms of managing the workforce and producing change. In supporting 

this, Pynes references a study from the Washington Workforce State Department of 

Personnel that was created to assist Washington state agencies in dealing with an aging 

workforce. The benefits of planning covered in that report are as follows: 

1. Allows more effective utilization of employees through accurate, efficient 

alignment of the workforce with strategic objectives 

2. Helps ensure that replacements are available to fill important vacancies - 

especially critical as agencies face increased turnover, labor market shortages and 

limited compensation levels 

3. Provides realistic staffing projections for budget purposes 

4. Ensures that recruitment resources are more efficiently and effectively used. 

5. Provides better-focused investment in training and retraining, development, 

career counseling, and productivity enhancement 

6. Helps maintain or improve diversity profile (Pynes, 2004, p. 391) 

It is apparent that workforce planning is linked to effective strategic planning. An 

organization depends on various planning efforts to ensure the workforce remains 

capable to implement its goals. In supporting this concept, it is necessary to examine 

several aspects of workforce planning that are useful for an effective approach towards 

this effort. Forecasting is necessary to identify the workforce requirements of the 
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organization in the future and to assume how the existing workforce will fit and to the 

organization’s future plans and requirements. 

Forecasting is dependent upon the identification of competencies for determining 

the skill requirements of the future. These identified competencies are utilized in the 

decision-making process for “recruiting, employee development, personal development 

and performance management” (Pynes, 2004, p. 392). The use of competencies as a 

benchmark is an effective way to establish commonalities between the workforce of 

today and the requirements of the workforce of the future. This is specifically 

accomplished through a succession analysis that examines the ability of the current 

workforce to effectively be a part of the workforce (including leadership) of the future. 

Part of forecasting also involves consideration of the external workforce that may or may 

not be available. 

The results of this examination of the future workforce are subject to a gap 

analysis to specifically identify the shortfalls that must be addressed via workforce 

development activities. As a result, “strategies such as recruitment, training and 

succession planning will need to be developed and implemented” (Pynes, 2004, p. 393) in 

accordance with the results of the gap analysis. These strategies must consider several 

aspects such as time constraints, resources necessary/available, organizational depth, 

competitive nature of competency requirements, organizational dynamics, and evaluation 

of job classifications (Pynes, 2004, pp. 393-394) . 

There is also thought given to addresses the implementation of the plans resulting 

from the varying analyses which impact the workforce. The tactics mentioned include 

both training and development. “Training is used to remedy immediate needs, while 
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development is concerned with long-term objectives and the ability to cope with change” 

and that both. However, both “training and development should be viewed as a 

continuous process” (Pynes, 2004, p. 402). There is also a distinction made between 

different types of development, which includes career development and executive and 

managerial development. Both focus on preparing employees for future roles, however 

the executive and managerial development looks to also identify the future leaders of the 

organization. (Pynes, 2004) 

The success of workforce planning and succession planning requires buy in and 

an acceptance of leadership to include HR in the development and implementation of 

organizational goals. There is also an emphasis on continual development and the ability 

of an organization to recognize the need to address change through the competencies of 

its workforce. In public organizations, this can be extremely difficult. This difficulty is 

due to the fact that “the political realities of public organizations undermine change” and 

that while the process of change noted in this article may take a longtime, “very often 

elected officials and appointed officials have a short-term perspective about how they 

want agencies to operate” (Pynes, 2004, p. 400). This does not, however, excuse public 

sector leaders from attempting to make the necessary changes need to improve and, in 

some cases, survive. 

These concepts presented directly confirm the approach of this project. The use of 

competencies, training, development, and related items supports the idea of targeted 

professional development in line with the organizational goals. Using the organizational 

structure and “normalizing” the different positions in an organization via competencies is 

demonstrated by Pynes (and others) to be a conceptually sound approach. This requires 
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for the approach to be applicable to the public sector and customized for the organization 

in question while utilizing common practices and tools seen in the private sector and 

other public sector organizations.  

 In accepting that there are significant challenges that public sector organizations 

will face in the future; succession planning has been widely accepted as a tool to address 

these future issues. As previously mentioned, Soonhee Kim’s article “Linking Employee 

Assessments to Succession Planning” acknowledges the advantages of succession 

planning that can be realized by public sector organizations and assisting with 

“improving government performance and accountability” (Kim, 2003, p. 533). In 

addition, Kim proposes that succession planning is even more effective when employee 

assessments are included as part of the process. Kim specifically reviews the results of a 

project involving the DOE/NV. This DOE/NV project involved the integration of “career 

development, training needs, retirement plans, workforce diversity, succession planning 

and mentoring programs” (Kim, 2003, p. 534) into employee assessments.  

 The importance of succession planning to strategic organizational planning is tied 

to the challenges and limitations of an organization’s workforce as demonstrated through 

various strategic planning analyses that explore current, future, and potential workforce 

development opportunities. Kim also notes that as “job and personal requirements are 

assessed, succession planning can help create individual plans that focus on leadership 

development” (Kim, 2003, p. 534). Kim’s approach is consistent with this project’s use 

of personal and leadership competencies as part of the development process. In addition, 

Kim cites other sources’ that also support the approach of this model. Among those, there 

is the contention that the “combined processes of career development and succession 
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planning can give any organization - public or private - a snapshot of available talent for 

meeting current and future needs” (Kim, 2003, p. 534). 

In addition, the International Public Management Association (IPMA) cites that 

some of the key components of “successfully integrating succession planning and career 

development in public organizations” include “establishing core competencies, 

encouraging self-determination, developing career planning, using technology for career 

development, recommending a strong career development program, taking a 

comprehensive and organization-wide view of career development, focusing on people, 

finding a champion, and promoting realistic expectations” (Kim, 2003, pp. 534-535). All 

of the aforementioned items are consistent with the approach of this project. The model 

being developed focuses on the goals and needs of the organization, voluntary 

participation, the use of an automated system, and utilizing a basis of development that is 

comprised of competencies and attributes that are utilized in organizational employee 

evaluations and widely accepted basic components of quality public sector service 

delivery. 

Continuing the justification of linking employee assessments with succession 

planning, Kim cites four additional points of support for doing so. They are as follows: 

a) Determining the extent of an organization's pending leadership shortage. 

b) Identifying needed leadership competencies based on services or program 

needs, values and organizational strategies. 

c) Assessing employee strengths, skill gaps, developmental needs, and career 

plans. 
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d) Monitoring the implementation of succession programs with top management 

support. (Kim, 2003, p. 535) 

These four components are deemed necessary for successful integration of employee 

assessments with succession planning, but more than that, successful strategic planning is 

also dependent upon these four tasks. In addition, Kim also points to the need to consider 

“training needs, career development, interest in succession planning and mentoring 

programs, perceptions of diversity management, and retirement plans” (Kim, 2003, p. 

535) in this process and related planning activities. 

 The results of the DOE/NV study show support for the linking of employee 

assessments with succession planning and professional development. Kim proposes that 

this can be accomplished “via clearly defined guidelines and models for leadership 

assessment and training in leadership competencies” (Kim, 2003, p. 542). The results also 

support the reinforcement of using retirement plans and diversity planning during this 

process. Kim does, however, encourage the inclusion of additional studies in any similar 

analysis and notes two limitations to the DOE/NV study. First, the data needed to 

evaluate skill gaps against leadership competencies was not available. Next, there was a 

noted lack of information necessary for evaluating the succession planning activities of 

the DOE/NV (Kim, 2003, p. 543). 

 This project incorporates the important task of linking succession planning (via 

targeted professional development) with employee assessments. The approach, however, 

is different in that the specific incorporation of the City of Houston’s HEAR program 

represents this linkage. The utilization of the HEAR evaluation criteria as part of the 

competencies and attributes provides sort of an underlying link between the two. Training 
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and development focused on the HEAR criteria ensures that development efforts focus on 

the same elements as the employee evaluations through the HEAR program (COH, 

2013d). 

Similar to focusing on competencies as a basis for training and setting standards, 

the idea of modeling professional development is also not new. Kennedy’s 2005 review 

of the models of continuing professional development examines nine different models of 

continuing development that cover a wide variety of approaches and supporting theories. 

In her work, Kennedy reviews those models and proposes a synthesis model comprised of 

various aspects of several different approaches. The examination of the different models 

and their underlying theories allows for the ability to “pick and choose” elements 

necessary to accomplish the desired goals. 

The review of the different CPD models includes these nine approaches (along 

with abbreviated descriptions from the article): 

• The training model – Provides an opportunity to update skills in order to 

demonstrate competence. 

• The award-bearing model – Utilizes the completion of award-bearing programs of 

study (i.e., certifications). 

• The deficit model – Designed to address a perceived deficit in performance. 

• The cascade model – Involves individuals attending training sessions and then 

cascading, or disseminating, the information to colleagues. 

• The standards-based model – Uses standards (or competencies) to establish a 

baseline of performance demonstrating required knowledge. 
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• The coaching/mentoring model – Utilizes a relationship between two individuals 

to establish a learning scenario; typically between an expert and a novice. 

• The community of practice model – Similar to coaching/mentoring, but involves a 

group approach to learning using social interactions as a primary tool. 

• The action research model – Employs a less-passive approach that involves 

individuals/groups to explore a focus/topic via research where it is accepted to 

question and modify existing standards. 

• The transformative model – Focus is on a combination of practices and conditions 

which support a transformative agenda. (Kennedy, 2005) 

 
While Kennedy’s work does frame the analysis with a focus on education and the 

“Scottish context” (Kennedy, 2005, p. 3), the review of the principles behind the different 

models is important to this work in that those principles involved are universal in their 

applicability. By merging several approaches used in the development of Kennedy’s 

model, these underlying principles can help to provide a theoretical basis to accomplish 

the ultimate goal of targeted professional development through the model being 

developed for this project. 

In examining the applicability of those nine models identified, it is certainly 

beneficial to review the model developed by Kennedy which demonstrates the multi-

modal approach used. This involves a combination of various approaches that work in 

tandem to accomplish the overall developmental goals. In order to do this, Kennedy 

proposes a classification system of the nine models in order to choose the approach(es) 

best suited for the development goals in question. Kennedy’s classification table is shown 

in Table 1:  
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Table 1. 

Kennedy’s Spectrum of CPD Models 

Model of CPD Purpose of model 

The training model 

The award-bearing model 

The deficit model  

The cascade model  

Transmission 

The standards-based model 

The coaching/mentoring model  

The community of practice model 

Transitional 

The action research model 

The transformative model  

Transformative 

 
(Kennedy, 2005, p. 17) 

With Kennedy’s table and conclusions in mind, it is important to consider the 

diverse nature of professional development. As a result, it is clear that there is no single 

approach that can be considered best for all situations. Furthermore, the combination of 

approaches appears to demonstrate that maximum potential benefit relative to 

professional development is possible when employing more than one appropriate 

mechanism.  

In looking at the proposed model, it is obviously structured around the 

establishment and utilization of competencies and attributes (i.e., standards) across 

various job classifications and families within an organization. However, the flexibility in 

the model of the selection process for the appropriate competencies/attributes and the 

development tools utilized can demonstrate the realization of Kennedy’s focus on 

organizational autonomy in professional development. The proposed model serves as a 

Increasing 

capacity for 

professional 

autonomy 
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means for organizations to utilize a framework that can be populated with items that are 

reflective of and provide a means to accomplish the organizational goals set forth. 

With the implementation of any management tactic that is viewed as new or 

experimental (especially in the public sector), it is advantageous to refer to examples of 

specific or similar uses of that particular approach. In looking at the proposed model, it is 

clear that there are various aspects of this proposed approach that are not new and 

familiar to HR professionals in both the public and private sectors. However, the 

combination of these approaches is not necessarily commonplace. From the principles 

behind the model to some of the specific categories chose for the model, the approach 

utilized by the Texas Agricultural Extension Service (TAEX) provides a practical 

example of the possibilities that exist when incorporating the use of competencies and 

attributes into professional development activities and succession planning efforts. 

Dr. Barbara Boltes Stone’s 1997 review of the TAEX professional development 

program provides examples of the implementation of various concepts also being 

proposed for use in this model. In the review, Stone notes that competencies were “the 

basis for the professional development initiative” (1997) developed by TAEX. Stone 

defines competencies as “the application of knowledge, technical skills, and personal 

characteristics that lead to outstanding performance” (1997). In that definition, it is 

important to note that the knowledge, technical skills and personal characteristics are 

extremely similar to the four categories of competencies and attributes proposed in the 

model. While this particular article was not the primary influence for the breakout 

proposed, it does reinforce the breakout and the approach being recommended. 
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As it relates to this idea of development of a model focusing on targeted 

professional development using principles of succession planning, Stone provides several 

observations that are consistent with the ideas of this model. One of the more important, 

yet difficult, ideas presented is the overarching relationship of the competencies involved 

and the organizational structure. The idea of a “systems approach” to professional 

development is consistent with the goal of having an alignment of competencies, 

professional development, organizational structure, organizational values, etc. In 

establishing that link during the development of the TAEX approach, Stone documented 

that “competency development has been approached as an opportunity to develop our on-

going ability to learn as individuals and to accelerate the mission of the organization” 

(Stone, 1997). 

Undoubtedly, the identification and establishment of the competencies involved is 

a big part of being consistent with the systems approach. The TAEX program focused on 

“identifying competencies across the entire organization, as well as within job families 

and program areas” (Stone, 1997). This is a necessary hurdle to clear in order to have an 

approach be accepted as a professional development tool that identifies with the entirety 

of the organization; not simply one or two aspects of it. The reasoning for this, according 

to Stone, is based in the premise that “a competency-based human resources system has 

the potential to promote continuous learning and create an infrastructure for moving the 

organization forward” (Stone, 1997). 

Establishing the applicability of the development approach is necessary in order 

to provide further examples of linkages within the organization, but also to realize the full 

potential of the items being developed. Stone’s article provided that “one application of 
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competency models with potentially long-term benefits is employee selection” (Stone, 

1997). This provides a link between the competency model being developed and 

succession planning. In establishing that particular link, however, it is important that the 

goals and expectations relative to organizational impacts are not an afterthought. Stone’s 

observation that “leveraging high performance rather than devoting a disproportionate 

amount of time to lower performance is part of the process of re-thinking the 

performance appraisal process to reflect a competency-based approach” (Stone, 1997) is 

a specific example of the thought process needed to bridge the gap between the 

development approach and organizational goals. The message in that excerpt from Stone 

demonstrates that their approach is focused on expanding success systematically rather 

than being focused on remedial activities.  

Fully realizing the potential benefits of a professional development approach that 

includes a competency model is necessary to justify the effort and resources involved 

with the creation of such an approach. Stone’s review promoted the application of the 

TAEX tool to influence and guide organizational processes “such as selection, training, 

performance appraisal, and succession planning” in an attempt to maximize the benefits 

and relevant applications of the developed approach. It is therefore necessary for the 

organization to have a clear understanding of how such a tool will be developed and how 

the tool will be applied. This connection should be evident and representative of the 

organizations goals and values. 

Establishing the Basis for Construction of the Model   

 In order to support the approach of utilizing competencies and attributes as a basis 

for guiding professional development, numerous studies have been reviewed in order to 
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explore the concepts behind this approach. In addition, items referencing the proposed 

structure of the model are also necessary to ensure that the model is completed in a way 

that allows the approach to work as intended. Many of the studies referenced so far have 

discussed the use and importance of competencies in professional development and 

related/linked succession planning activities. In addition, references have been made to 

separating out competencies among categories (especially related to leadership) in order 

to focus efforts relative to those grouped competencies.  

The establishment and organization of competency categories provides guidance 

for the structure of the model and allows for a focused approach relative to the 

developmental efforts of the competencies in question. For this project’s model, the idea 

behind the organization is not just to focus development efforts, but to also provide a 

structure for systematically approaching the established categories of development along 

with the expectations associated with the different levels. If the levels of each 

competency/attribute are appropriately assigned, the focus on each category for each 

position should be relatively consistent so that each competency/attribute is addressed as 

needed. This is not to imply that different positions would not have different levels of 

expectations for the various competencies and attributes established. In fact, it is 

absolutely expected that some positions will require much higher levels of proficiency 

among the different categorized competencies and attributes than others.  

 As this is not a typical project, the methodology must be identified in order to 

have a basis for the specific approach utilized to identify those items that will populate 

the structure of the proposed model. The model will be populated using a variation of 

competency modeling that pulls from several sources and references which provide 
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information or standards concerning workplace competencies and attributes. In retrieving 

and vetting this information however, an integrative literature review approach will be 

utilized. Other aspects supporting the proposed structure and approach for the model will 

also be examined in this section. There will, however, be additional practical information 

cited as for specific examples and resources for this project and/or approach that will be 

further examined in a subsequent section. 

 The actual steps being identified for this proposed approach will be more fully 

examined in the explanation of the methodology being used for this project. However, 

relevant literature is needed to justify the basic assumptions for the approach as it relates 

to the intended use of the integrative literature review and competency modeling 

approaches as an appropriate means for gathering the necessary components to build and 

populate the model. The approach must be shown to be compatible with the various types 

of information needed for the model that will represent the combined, identified approach 

to professional development and succession planning. 

 Specifically supporting the choice to use the integrative literature review approach 

involves establishing the link between the merits of the integrative literature and the goals 

of this project. Torraco’s work on the integrative literature review specifically states that 

it is “a form of research that reviews, critiques, and synthesizes representative literature 

on a topic in an integrated way such that new frameworks and perspectives on the topic 

are generated” (2005, p. 356). The goal of this project is to combine professional 

development and succession planning into a joint effort that operates within the 

boundaries of the organizational structure. This goal appears to be consistent with 

Torraco’s assessment. 
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As previously noted, the proposed approach used for development of the model 

will include assigning tiered levels of competencies and attributes among different 

categories. The 1974 article “Managing the Four Stages of EDP Growth” by Gibson and 

Nolan examines the development of an electronic data processing department within an 

organization. With this article being 40 years old, it is safe to assume that data processing 

within organizations has changed considerably, so the value of the specific items in the 

article relative to data processing may be antiquated and possibly useless today. 

However, for the purposes of this study, this article uses a tiered approach for 

development that is the basis for the tiered approach for the competencies and attributes 

identified for the organization in question. 

The article proposes a foundation for the study that identifies “four stages of EDP 

growth: initiation, expansion, formalization, and maturity” (Gibson & Nolan, 1974, p. 

77). Within those four stages, the structure is further broken down so as to propose three 

types of growth that must be addressed through the course of the growth process: “growth 

in computer applications, growth in the specialization of EDP personnel, and growth in 

formal management techniques and organization” (Gibson & Nolan, 1974, p. 77). 

Naturally, specifics concerning the development of the employees are the most important 

item to take away from their study. However, it is also important to note that the 

foundation of the entire study, and the driving factors behind employee development are 

based in organizational goals and existing organizational structure. 

Consistent with that line of thinking, the three diagrams presented for the three 

types of growth are each divided into four segments. These four segments are 

conveniently aligned with the four phases of growth and represent a hierarchy of 
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accomplishments, competencies, and expertise. In specifically looking at the diagram 

associated with growth of the personnel, the framework exists that can be a basis for 

portions of the proposed professional development model. The specific model presented 

is as follows: 

 

Figure 2. Growth of Personnel Specialization Model (Gibson & Nolan, 1974, p. 78) 

Notice in Figure 2 that specific levels are established for different levels of 

competencies related to EDP applications consistent with what is expected for each of the 

four levels of growth. This directly ties tangible levels of achievement to the goals of the 

organization. Furthermore, each level’s competency identifies specific positions that are 

expected to fall in their respective categories across the diagram. This approach provides 

evidence for creating logical progressions along different job descriptions within the 
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boundaries of the organizational structure. It is important to remember that adherence to a 

model is not the goal. It is therefore evident that any such modeling or establishment of 

structure relative to professional development and succession planning should ultimately 

yield more efficient use of human capital to better achieve organizational goals. 

With this end result in mind and in looking at the specifics of the diagram above, 

there is an established acceptance of organizational nuances and the need for flexibility to 

achieve the goals of growth. It is clear, for example, that the “Operator” position is a 

more entry-level position that does not have a career path identified beyond the first 

stage. The “Programmer” and “Analyst” positions, however, have various career paths 

across the different stages. The “Systems Analyst” position in stage two has a logical 

progression to the “Functional systems analyst” position in stage three and on to the 

position of “Data-base and teleprocessing systems analyst” in the final stage. 

 Most organizations however, have goals and positions that may not allow for 

“fill-in-the-blank” answers at every stage. This is not in and of itself a rejection of 

establishing structure, but a part of the process necessary to adapt to the specific 

circumstances being examined. For example, the “Business-applications programmer” 

position in the second stage of the diagram does not have a promotional opportunity in 

stage three. The model allows for the career path to bypass the third stage and moves 

directly to the “Data-base and teleprocessing systems programmer” position in the final 

stage (Gibson & Nolan, 1974, p. 78). 

In keeping with the goals of their study, Gibson and Nolan conclude their analysis 

by noting that the ever-changing world of technology provides that there is no resting on 

laurels for those involved. Innovation and changes associated with technology come at 
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break-neck speed. While innovations in the public sector may not occur at the same rate, 

it is necessary to maintain this level of flexibility in order to address changes not usually 

seen in the private sector. Changes in operations due to citizens’ expectations, the 

electoral process, innovations in public sector service delivery, and other public sector 

nuances are reason enough for the public sector managers utilizing a structured approach 

to professional development and/or succession planning be open to changes and flexible. 

This flexibility includes all aspects of any models and/or associated programs and tools 

designed to promote organizational values through the workforce (Gibson & Nolan, 

1974). 

As mentioned, the competency modeling approach will be the one of the main 

inspirations for the realization of the proposed concept for targeted professional 

development. In looking at the source information for that concept, there are numerous 

resources from which to draw information. As it relates to a review of the literature for 

that concept, however, the focus will be on an integrative literature from 2012 by 

Gregory Stevens related to the concepts of competency modeling. This research provides 

a well-rounded overview of the subject and presents various sources and concepts from a 

variety of literature on the subject. Since the goal of this project is to create a solution, 

this literature review provides the best summary of the research supporting the concepts 

of competency modeling being used for this project and the proposed model. 

Similar to what was discovered in attempting to identify an existing solution to 

the practical problem being approached, Stevens notes that the issue of competency 

modeling has been historically under researched and there is a potential void for 

academic works that relate to identification and categorization of competencies as 
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opposed to the wealth of information that exists for competencies as a basis for 

development activities. An exception cited by Stevens is the 2005 work by Le Deist and 

Winterton concerning competency typology.  

The approach being taken for this project places an emphasis on the competencies 

as they work together in a comprehensive, organizationally-focused manner with respect 

to degrees of mastery/achievement. Specifically, this project utilizes a professional 

development approach that is dependent upon the specifics behind the competencies and 

attributes identified; not just their existence. Therefore, the approach of the literature 

review by Stevens is extremely relevant as it seeks to “shift the focus back on the 

development of competencies and competency models by reviewing and integrating the 

literature on competency modeling from across multiple fields of study and 

demonstrating how those lessons may be applied” (Stevens, 2013, p. 87). 

In establishing the structure of the model, it is obvious that competency modeling 

will be a part of this design. However, before this competency modeling can take place, it 

is necessary to establish the framework for the process. This is necessary to reduce the 

guesswork relative to the framework and focus on implementation. Considering 

implementation, the proposed approach is designed to allow for maximum flexibility 

relative to specific aspects of the model, but to keep the overall approach constant so that 

the interactions between the competencies, positions, and developmental efforts remains 

consistent through time and different iterations of the model.  

Examining the use of competencies and providing some structure for that is an 

important part of this. Mansfield’s research has included reviews and critiques some of 

the traditional approaches to competency modeling. This also includes suggestions for 
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overcoming obstacles and limitations. Mansfield initially focuses on the single-job 

approach and the one-size-fits-all approach while building the case for a new option in 

what he refers to as the multiple-job approach. 

The single job approach is identified to be the most common initial usage of 

competency modeling. This approach identifies a single critical position that warranted 

some sort of change or attention from a workforce planning perspective. As part of this 

approach, a data collection effort takes place that gathers information from position 

incumbents, supervisors/managers, subordinates, customers, and field observation visits. 

Through this process, Mansfield notes that the data can be turned into a competency 

model that has 10-20 items along with specific expectations for those items (Mansfield, 

1996). 

The other option cited is the one-size-fits-all approach. The basis for this 

approach consists of the development of a common set of competencies that apply to a 

specific population within the organization. This would require a process to identify the 

competencies that would serve to provide organizational buy-in and approval. Typically, 

a consulting firm or team of HR professionals would build these competencies and 

develop activities reinforcing them. In addition, the inclusion of organizational values 

and the organization’s mission statement would be reinforced through the competencies 

(Mansfield, 1996). 

Regarding the single-job approach, the specificity involved provides a good 

roadmap for those currently in that job, those that want to be in that position, and those 

responsible for managing that position. However, the specificity also produces an 

inefficiency relative to overall HR operations and the costs associated with developing 
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single models. It can also serve as a disconnect to the rest of the organization. In looking 

at the one-size-fits-all approach, it is recognized that there are advantages to having 

common competencies as a basis of development. However, despite the comparatively 

lower costs and advantages to the organization, there is a practical flaw in that the 

specific application of these competencies through this approach may diminish their 

value. Jobs where certain competencies have questionable application, may lead to the 

competencies being seen more as overarching value having little practical application 

(Mansfield, 1996). 

As a result, a hybrid approach was determined to be the best way to describe the 

development of competencies for this project. Mansfield’s multiple-job approach uses a 

common set of around “building block” competencies that provide a common basis of 

analysis for multiple jobs within an organization. This approach also involves the use of 

technical competencies that can also be applied to multiple positions. In order to have as 

specific a model as possible through common competencies, customization and levels of 

competencies must also be developed. In addition, the development of the model requires 

the input of the organization and the analysis of the jobs that will be affected (Mansfield, 

1996). 

In comparing the three approaches presented, the multiple-job approach “offers 

the dual advantages of a common conceptual framework and customization for individual 

jobs” (Mansfield, 1996, p. 17). It is this line of thinking that is necessary for this project 

to be a success. This is especially important in that the development of the competencies 

is a critical step in this project. This is true as the application of tools to achieve the levels 
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established relative to the identified competencies must be also be generic in coverage 

and specific in application. 

Summary of Academic Findings 

The concepts presented provide the justification and identification of the need for 

the proposed model due to the lack of a combined approach directly applicable to 

competency modeling and targeted professional development. These academic findings 

will be supplemented with practical examples of the various concepts presented in order 

to formulate and populate the proposed model. The use of tools to support the model is 

also important to identify. These items will form the basis of the final product that is in 

line with the organizational goals previously set. 

The use of the integrated literature review to establish the competencies described 

in the multiple-job approach by Mansfield will produce a sound model reflective of the 

organization that can be applied to very specific positions and associated tasks. Sources 

for identifying these competencies will come from existing practical sources such as 

existing organizational systems that reflect expectations and values, along with industry 

standards that do the same on an industry-wide basis. Through this process, the 

competencies produced will provide a basis for identification and application of the tools 

in a logical, systematic manner that is both practical and theoretically sound. 
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Chapter III 

METHODOLOGY 

Considering the desired results of this project, the idea that the results of this 

effort will be utilized in a practical setting must guide the development of the project and 

be the basis for the selection of components to be incorporated into the model. The 

methodology used for the development of an organization’s development model should 

utilize an appropriate variation of competency modeling that incorporates guiding 

principles derived from the relevant literature and other sources. As a result, it is being 

proposed to structure the framework of the model in a manner that successfully 

incorporates the values of the organization as expressed through the structure of the 

workforce.  

Proposed Framework 

Establishing the framework utilizes the following steps for creating the model 

within the context of each organization where it will be used: 

1. Identify Established Attributes/Competencies Recognized as Being Vital to 

the Internal Organizational – Identification and categorization of specific, pre-

determined individual competencies and attributes that have been identified as 

valuable to the organization. This may be found in evaluation criteria, 

policies, procedures, as well as statements concerning the organization’s 

mission, vision, values, etc. 
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2. Identify External Organizational Attributes/Competencies Reflective of 

Industry Standards and Best Practices – Adoption/Incorporation of attributes 

and/or competencies from external sources which are recognized as providing 

value to and/or or having a mission similar to the organization in question. 

3. Propose a Model Structure Based on the Identified Attributes/Competencies – 

Upon confirmation of the attributes and/or competencies to be included, 

Categorize and organize the attributes and competencies identified into a 

structure that allows for clear categorical delineations and further evaluation 

of attributes and competencies if necessary. 

4. Establish Levels Within the Attributes/Competencies – Setting degrees of 

proficiency and/or achievement levels among the different attributes and 

competencies identified. The levels may be set or fluid in number, but should 

start with the most basic and end with the most advanced expectations relative 

to each competency and/or attribute identified. 

5. Link Existing Positions to the Attributes/Competencies – Assigning the levels 

for the categorized competencies and attributes relative to the job descriptions 

and expectations of those positions within the organization.  

6. Perform a Preliminary Gap Analysis – Conduct a final review of the selected 

competencies and attributes along with the levels assigned to them in order to 

provide a a quality check after the analysis of the relevant job descriptions. 

7. Identify Tools for Development Consistent with the Attributes/Competencies – 

Identification of professional development tools currently/to be accepted by the 
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organization designed to allow an employee to gain skills/expertise according 

to the levels established within the competencies and attributes selected.  

8. Establish Criteria for an Automated Tracking and Planning Tool – 

Propose/Develop the criteria necessary to implement a tracking and skills 

inventory system that can produce personalized development plans as needed 

to guide professional development activities based on this approach. This can 

be an add-on to an existing system. 

9. Establish Criteria for a Program Evaluation Tool – Propose/Develop criteria 

for regular evaluations of the approach/system and allow for updates as 

needed to ensure that current and future needs are being met within the 

organization. Such criteria should include goals that can clearly distinguish 

between those employees using professional development plans supported by 

the model and those that are not. The criteria should also include measures 

against organizational goals and objectives related to the model. 

The model will need to focus on job classifications and hierarchies in an attempt 

to quantify and qualify position needs among different positions within the organization. 

This will require creating taxonomies of attributes and competencies associated with 

those requirements. The goal is to combine what has been “proven” through previous 

academic work and established industry standards with the organizational realities that 

exist. Using this approach, it will be possible to create generic categories and hierarchies 

of relevant attributes and/or competencies within those categories that will create the 

desired classification structure. This classification structure would allow for existing job 
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classifications to be quantified uniformly from the lower positions on the pay scale to the 

higher ones regardless of their respective position categories.  

With the establishment of the taxonomies and hierarchies needed, professional 

development efforts can be identified based on a desire to promote certain values and 

levels of attainment relative to the requirements and expectations of different positions to 

establish a model that combines professional development and succession planning 

within an organization. This framework would provide a structure for utilizing 

competency modeling and the integrative literature review methodology for identifying 

attributes and/or competencies associated with job descriptions and job families. The 

desired end result will be that the model can systematically provide information to ensure 

that professional development is linked to succession planning principles based on 

commonalities in identified attributes and/or competencies across individual job titles, 

job families and other organizational units.  

Identifying the relevant academic work and industry standards will best be 

accomplished using an integrative literature review. However, each organization will 

have the choice of how generic or specific they can choose to be when creating the 

model. In the next section, various real-world resources are reviewed within the context 

of this proposed approach to professional development. For simple organizations just 

getting started, an extremely generic model could easily be built using resources 

identified such as those cited in the next section. This could include “industry-specific” 

resources such as professional organizations that serve as clearinghouses of information 

for certain fields.  
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As is consistent with the integrative literature approach, populating the model will 

require a search and review of relevant literature, industry standards, and other 

authoritative sources concerning the identification and justification of the attributes, 

competencies, and related items being used. In looking at the steps identified, this will be 

used for research and identification for the competencies and attributes to be used as well 

as the professional development tools needed.  

Using the integrative literature review in combining the principles of professional 

development and succession planning is consistent with the work of Dr. Richard Torraco. 

Torraco’s 2005 work on integrative literature reviews provides clear guidance for 

utilizing this approach relative to the purpose identified. Specifically, the integrative 

literature needs to gather the use of critical analysis, knowledge useful for expanding the 

topic, examination of the organization of the material, the methodology and/or 

background of the material reviewed, as well as the implications for future research 

(Torraco, 2005). 

Competency modeling is another approach being utilized to populate the model. It 

must be noted, however, that the model and approach are not being developed through 

separate efforts of an integrative literature review and competency modeling. Rather, 

these two approaches are being used simultaneously so that the attributes and 

competencies are properly categorized, identified, and distributed across the established 

levels. Punnitamai (2003) provides support for this project’s use of competency modeling 

as a management tool. His study also lays out important considerations for success in 

terms of the development and application of tools using competency modeling. Those 

factors are as follows: 
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1. Competency-related knowledge and experience within the organization. 

2. Strategic linkage of the competency modeling to organizational vision and 

goals. 

3. Tying the competency modeling results to other management subsystems. 

4. Multiple communication strategies for promoting and sustaining the modeling 

results. 

5. Diverse and flexible options for implementation. (Punnitami, 2003) 

It is expected that elements of both competency modeling and the integrative 

literature review will be utilized throughout the project. Concerning the initial categories, 

the industry sources cited, and relevant attributes/competencies, the proposed model is 

intended to be limited to four general categories and ten attributes/competencies per 

category. This structure is not written in stone and can be modified based on the needs 

and/or limitations of the organization sponsoring the development of the model. In 

addition, the availability of specific references/guidelines needed may also contribute to 

the establishment of the parameters. 

For this model, the utilization of these approaches will contribute to guiding the 

development activities necessary. First, establishment of the initial categories will be 

drawn from the work of industry experts (including the consultant assigned to this 

project), the identified competencies/values, as well as certain common expectations for 

employees of the organization in question. This may be in addition to any other “expert” 

references that can provide possible support for categorical breakouts. These categories 

are established with the intent of providing a logical separation of the types of 

attributes/competencies that will be the basis of the established hierarchy of the job 
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classifications. It is possible that this activity can be combined or at least influenced by 

the next item concerning the specific competencies and attributes being examined. 

Next, the combination of competency modeling and the integrative literature 

review approach will provide a basis for the continued identification of the specific 

attributes and competencies among the different categories previously established. Once 

again, the use of industry experts and standards, relevant academic studies, and the 

organization’s common expectations will provide a basis for this selection. Specific 

consideration will be given to the applicability of the competency or attribute to the 

respective generic categories established and the ability to quantify levels of proficiency 

or attainment within that item. The competencies and attributes selected must represent a 

personification of the assigned category as well as a concept that is practical and easily 

translated to expectations in the workplace. 

After the competencies and attributes are successfully identified to populate the 

categories identified, they must be broken down into levels or proficiency and/or 

attainment. For the purposes of this model, the intent is to have all competencies and 

attributes have five distinct levels associated with them. The lowest level will represent 

the minimum requirement for that competency/attribute. In some cases, that could be a 

“zero” value. For the maximum established value, a mastery or maximum expectation of 

that competency/attribute is identified according to an established standard / measure or 

can be limited to the maximum expectation of the organization. 

In future applications of this approach, there is not necessarily a need to utilize 

five levels as opposed to three, six, or some other number. There is not even a 

requirement to keep levels uniform across different competencies and attributes. What is 
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important; however, is that the levels established are supported by an acceptable source 

authority. Once again, this could be the work of industry experts, established standards, 

academic research relevant to the particular attribute or competency, or even previously 

recognized levels of attainment and/or proficiency by the organization itself. However, it 

is important that these levels be supported, but also that any potential conflicts between 

these possible sources is avoided or at least addressed. 

The next step would involve the identification of the tools that will allow for 

employees to move between the levels established for each of the competencies and 

attributes identified. This will be a unique effort for each organization utilizing this 

approach. Tools can be specific or general in nature. Specifically, tools could include 

professional development courses or other items that are actively administered by the 

organization. A more generic approach might simply be the identification of an outside 

achievement as a tool. For example, a college degree or a specific course may provide the 

necessary pre-requisite to achieve a desired level of competency associated with 

education. However, that would probably only be attainable through an outside 

university. The organization may not have the ability to offer that degree, but can utilize 

such generic tools for the attainment of a path of development necessary to achieve a 

certain goal. It may also be necessary for tools to be made more or less specific in order 

to accommodate the nuances of an organization. The individual tools themselves are not 

necessarily important. What is important, however, is for the organization to fully 

recognize that attainment of qualifications and levels of expertise through a tool (specific 

or generic) are to be recognized and encouraged as part of a professional development 

plan developed through this approach. 
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The incorporation of job descriptions (including all of the requirements, 

expectations, etc.) into the model is an important part of the practical application of this 

approach. Just as it is necessary to include competencies and attributes that are relevant to 

the organization, industry standards, specific studies/consulting work, etc., it is also 

necessary to ensure that the structure is accommodating for the job descriptions of 

organizations being included in the model. Various aspects of the job description and the 

position’s role within the organization must be considered. The examination of position-

related KSAO’s will be a major part of the implementation of the project.  

A publication from the U.S. National Archives and Records Administration 

defines KSAO’s as the “the job-related Knowledge(s), Skills, Abilities, and Other 

characteristics that an applicant must have to perform successfully in the position” (U.S. 

NARA, n.d., p. 2). Furthermore, the Administration notes two recognized categories of 

KSAO’s: the technical and behavioral types. The Administration also provides that 

KSAO’s are developed through a job analysis and can include levels of proficiency as 

well. Therefore, understanding and applying the related KSAO’s of the jobs in question 

will be a critical step in linking the job descriptions to the specific levels of the identified 

competencies and attributes (U.S. NARA, n.d.). 

The differences between job descriptions must also be properly aligned with the 

assigned levels of the relevant competencies and attributes so that the tools identified are 

able to move an employee from one level to the next as needed according to the 

professional development plan identified. In the absence of a clear path from one position 

to another using the components of the model, changes to the structure of the model, the 
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tools identified, as well as to the established competencies and attributes are acceptable 

and even warranted in some cases. 

While it is possible that all of an organization’s job descriptions may be included, 

the approach can also be designed so that the model changes slightly to allow for a shift 

in focus on a particular job family or families within an organization. This is extremely 

important since the main purpose of this approach and the model being developed is to 

realize the practical benefit of targeted professional development. Specifically, this means 

that the system developed should provide a plan for an employee to grow from being 

qualified for a current position to being qualified for a targeted position within a job 

family or the organization as a whole. All of these activities occur utilizing the identified 

competencies, attributes, and job descriptions that are representative of the organization’s 

structure and accepted values. 

Project Limitations and Future Considerations 

Concerning the future implementation and development of an evaluation tool, 

previously defined approaches will be reviewed and utilized to support the specific items 

developed relative to this project. These evaluation approaches will be reviewed using the 

same basic tenets of the integrative literature review and will look to other sources for 

evaluating competency modeling, succession planning, professional development, and 

other related human resource development activities. The goal will be to identify 

previously developed evaluation models that have established a distinct methodology to 

measure the outputs and outcomes of this approach for targeted professional development 

that utilizes elements of succession planning. The result will be the development of an 
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evaluation model that will be used to measure the success of the identified approach and 

to identify areas of improvement during the implementation process. 

Any evaluation models reviewed are intended to be compatible with the nuances 

and expectations of public sector organizations. Specific consideration, however, must be 

given to organizational nuances that might affect the gathering, use, and/or publication of 

data associated with employees that might be necessary for an evaluation of this 

approach. Since this model and professional development approach is being developed 

for this practical application, the need for an evaluation tool will be established in 

principle, but not specifically developed at this point. Follow-up work after 

implementation of the model by an organization should include utilization of an accepted, 

established evaluation tool to measure and compare the appropriate outcomes of 

professional development efforts through this approach as compared those same 

outcomes among employees not utilizing the approach.  

A final piece to be incorporated into this project in the future will be the 

development of an electronic interface that is responsible for storing and extrapolating 

data related to the categories, competencies, attributes, etc. associated with the model 

being developed. As part of the requirements of a program like this, an additional tool 

will be required to input and track information for employees. This will include 

information such as work history, education, training, skills, etc. that have been 

documented. This section will also include an updating tool so that progress made on an 

ongoing basis is able to be captured and used accordingly. Utilization would include 

production of professional development plans, reminders, scheduling concerning possible 

recurring training needs, etc.  
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Part of the updating of items captured in the database or software package 

associated with this approach should include the documentation of training and education 

completed on an ongoing basis. Tracking of established developmental requirements and 

the identification of a potential “expiration” of a competency-level attainment might be 

required for organizations that require annual or recurring training efforts consistent with 

elements of the model. Training programs are among the tools that will need to be 

categorized by way of the specific competencies and attributes they address. As 

previously described, part of the development process will require an initial inventory of 

tools available for the model. The tools identified, as well as the competencies and 

attributes chosen can also be subject to change. The need for the model to be flexible is 

consistent with the tendency of organizations to change as a result of having to be 

responsive to various influencing factors. 

Summary of Proposed Approach and Methodology 

The application of the proposed methodology will be represented in the findings 

of this project. The development of this model for the identified professional 

development needs within the Street and Drainage Division of Houston’s Public Works 

and Engineering will serve as a practical tool for implementation as well as a guide for 

the future application of this proposed approach. The initial reasoning behind the 

development of this project, coupled with the previous academic work to support the 

assumptions being made, allows for an accepted focus of targeted professional 

development through principles of succession planning. The practical realization of this 

concept in a useful form will be the guiding premise for the subsequent items developed 
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as components of the final product intended to be implemented and adopted to address 

the original needs identified.  
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Chapter IV 

IMPLEMENTATION 
 

After coordination with members of the project team, the framework for the 

model was created and populated using the principles previously identified. The 

utilization of the integrated literature approach was important in selecting, defining and 

setting the proficiency levels for the competencies and attributes. The incorporation of 

the resulting items and linkages into a work product was the necessary next step in order 

to present the findings to City of Houston officials for implementation. 

In focusing on preparing the project for the implementation and incorporation of 

the approach, it is beneficial to identify factors relative to implementation that could 

affect the desired program results. Professional development activities, similar to 

standard policy implementation efforts, can be defined, altered, or deemed a 

success/failure as a result of the implementation process. When it comes to both 

professional development and the public sector factors, important considerations for 

implementation must be within context.  

Considerations for Implementation 

In establishing a structure or roadmap for successful implementation, Morris 

(1996) outlined a two-pronged approach to implementation of similar initiatives. The first 

consideration involves the support of the organization. This includes the support of 

leadership with whom responsibility ultimately lies. The leadership of an organization 

must be on board with this effort and be willing to support and encourage the shift in 
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approach. There also needs to be an understanding of how this new approach incorporates 

existing processes, procedures, and other organizational standards. This proposed effort, 

like many, does not necessarily represent an overhaul of the entire organization, but 

rather a more structured way of aligning both desired and existing characteristics of the 

organization. Finally, the approach must include an expectation of results that can be 

recognized as a benefit to both the organization and the employees using the system. 

Without that, the investment of resources for all involved become very hard to justify.  

The second part of the referenced implementation strategy (Morris 1996) 

naturally depends on the employees involved. While it is certainly the responsibility of 

the organization and its leadership to define the potential benefits of the approach, the 

employees must be motivated to participate in some fashion. Employees must be able to 

recognize that the system is either a means to be promoted, a way to address identified 

areas of concern, or some other way to better address career, financial, or personal goals. 

Employees must also have the knowledge to be able to participate. Again, the availability 

of such information and opportunities may be the responsibility of the organization, but 

employees must also be willing and able to understand this effort and the potential 

benefits. Put together, those potential benefits and knowledge about the approach must 

outweigh any fear of the unknown or doubt that may exist in the mind of the employee. If 

an employee is concerned about any negative consequences tied to participation, then the 

program goals for the organization and the employee may never be realized.  

As it relates to the involvement of the organization and its leadership as well as 

the employees involved, there are specific factors to be considered. It is necessary for the 

program to be administered consistently, fairly, and enthusiastically across the 
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organization. A significant change in an area involving employees must include obvious 

instances of leadership by example. Roddy (2004) argued that “leaders at all levels can 

enhance the program by participating in coaching and mentoring” (p. 491). In addition, 

implementation may require an entrepreneurial environment where both individual and 

organizational benefits are tied to the respective individual and collective efforts put forth 

(Defillipi and Arthur, 1994). 

Finally, considerations for implementation should also recognize potential 

stumbling blocks affecting this effort. While it is impossible to plan or account for every 

potential influencing factor in implementation, there are some items to consider. As it 

relates to the involvement of organizational leadership, Punnitamai (2003) warns that 

leaders need to be on the same page as it relates to implementation of this type of 

program. A “just get it done” or a “bandwagon” approach will not demonstrate a unified 

front for employees being asked to participate. This effort cannot be seen as just another 

thing to do or a waste of time. Leaders must be aware of their own attitudes and 

communication efforts as well as the reaction of employees. Pynes (2004) pointed out 

that some employees who are “unwilling or unable to make the transition may choose to 

resign or in some cases attempt to sabotage new initiatives” (p. 404). 

Identifying specific public sector considerations relative to professional 

development programs can also help to guide implementation efforts. The idea that 

political factors can affect organizational change (in a positive or negative manner) is 

certainly not hyperbole. Kim’s study on public sector development (2003) notes that the 

“traditional hierarchical structures and decision-making patterns” (p. 543) associated with 

public sector organizations must be challenged. This is sometimes easier said than done 
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as organizational rules and procedures may be based on established laws or other non-

administrative policy direction. Pynes (2004) also weighed in on the public sector 

nuances associated with the sometimes “short-term” (p. 404) focus of elected and 

appointed officials whose time in the organization may not align with the benefits to be 

realized. Those officials, according to Pynes, may “favor short-term budget 

considerations over long-term” (p. 405) efforts. In addition, it is necessary to recognize 

that public sector leadership is always subject to change. Changes in leadership can also 

greatly affect implementation and continuation of established professional development 

efforts.  

Overview of the Project Manual  

To begin this process, the completed model along with the identified professional 

development tools were used to create a Project Manual for submittal to the City of 

Houston officials involved in the project. The Project Manual included information about 

the approach and results of the steps identified. Details of the sections of the model are as 

follows: 

• Section 1: Framework and Process Overview 

These items present the proposed structure of the model as well as the process 

involved with the approach. This structure is designed to organize the proposed 

competencies and attributes according to four categories. Within those categories, 

it is being assumed that there will be ten attributes and competencies for each. 

Finally, each attribute/competency will have five defined levels of proficiency (or 

attainment) identified.  



 

73 
 

The process identified includes the influences and outcomes expected in the 

development and application of this approach. The proposed structure and process 

are not intended to be unwavering rules for future applications of this approach. 

The proposed structure and process are being presented to demonstrate the links 

between the categories, competencies, and levels in a uniform manner. 

• Section 2: Proposed Model for Identified Competencies by Category 

The proposed model shows the identified categories along with their 

corresponding competencies and attributes. This is the basis for aligning the 

competencies utilizing the different levels and appropriate professional 

development tools for those levels. 

• Section 3: Listing of Identified Competencies by Category 

The attributes and competencies within the proposed model are listed in this 

section for reference by category. 

• Section 4: Detailed Descriptions and Levels for Competencies by Category 

The selected attributes and competencies are broken out into levels with 

definitions and sources for the respective competencies and levels identified 

within each category. 

• Section 5: Sources for the Selected Competencies and Attributes 

This section shows a reconciliation of the sources utilized for the selection of the 

attributes and competencies with the final list. This includes the City of Houston 

HEAR (Houston Employee Assessment and Review) program, the ICMA 

(International City/County Management Association), Office of Personnel 

Management (OPM), and Harvard University (mainly for reference). 
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• Section 6: Competency Levels for the Chosen Job Families/Positions 

The two selected job families, Administrative and Field Operations, are examined 

through the positions associated with those job families. These positions are 

categorized according to their requirements and expectations relative to the levels 

within the selected competencies. 

• Section 7: Inventory of Professional Development Tools  

This section lists the identified professional development tools available to the 

Streets and Drainage Division. These tools include orientation and training classes 

from the City of Houston/E.B. Cape (COH's Corporate University) as well as 

other training classes from Strategic Government Resources (SGR), The Texas 

Engineering Extension (TEEX), and the Public Works Institute (PWI) program 

from the Texas Public Works Association. All courses are inventoried, classified 

and include the competencies and corresponding levels addressed. 

• Section 8: Competency Descriptions and Levels with Development Tools 

The competencies and corresponding levels are broken out along with the 

identified developmental tools for each competency/level. The generic use of the 

COH items is a place holder for orientation and custom/non-traditional 

development tools. 

• Section 9: Example Application of the Model 

This document represents an application of the model identifying necessary areas 

for training. In this example, the anticipated areas for future training and 

development for a typical Field Supervisor to meet the requirements and 

expectations of the Section Chief position are identified.  
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• Appendix 

The Appendix of this document was added to provide a summary of the project 

presentation meeting that took place in April 2015 with City of Houston officials. 

This summary includes a recap of the discussions concerning the future of this 

model and implementation of the approach. In addition, the Appendix contains a 

copy of the Letter of Project Acceptance from the City of Houston and a list of 

References used for the Project Manual. 

Summary of Project Findings and Presentation Meeting  

The results of the project as shown in the Project Manual were presented to City 

of Houston officials on April 21, 2015. Present at this meeting were representatives from 

the City of Houston’s Human Resources Department, officials from the Street and 

Drainage Division of the COH-PWE, and the author of the project. The concept overview 

was reviewed to provide a recap the original discussions that led to the development of 

the project. The overall methodology was also presented to show the roadmap utilized to 

develop the approach and model. Finally, a presentation of the completed model, 

assignment of development tools, and the practical example scenario were provided to 

demonstrate the ability to address the original need  

The findings were favorably received and were seen to be in line with the needs 

of the organization and a viable way to move forward. Discussions then moved on to 

looking at the future of incorporating these findings into the existing approach to 

professional development. These conversations included the identification of partners 

within the Public Works and Engineering Department, Human Resources, and the E.B. 



 

76 
 

Cape Center. Everyone present agreed that the identified structure would help to 

streamline decision-making concerning resources allocated for professional development. 

Finally, discussions were moved to the examination of remaining items needed. 

Those items were presented to identify potential areas for future expansion of this 

research and necessary tools for implementation. They are as follows: 

1. Development of an electronic tool/incorporation into the existing LMS 

There was an obvious need identified to have a system that would house and 

manipulate the data necessary for the successful implementation of the 

approach. One solution proposed was that the existing Learning Management 

System (LMS) be expanded to include development tools, job requirements, 

and other items needed. 

2. Incorporate the approach into the HEAR system for better employee 

evaluations 

One suggestion discussed was that any professional development plans could be 

utilized in developmental and a remedial approach. Therefore, action plans 

involving training under this model should be a part of the employee evaluation 

system (HEAR) and be tracked there as well. Since the inclusion of HEAR 

factors was a part of the model development, everyone agreed that this would be 

a good option to explore. 

3. Create a training program for both supervisors and employees 

One of the more complex future tasks discussed was the need to develop a 

training program for both supervisors and employees relative to this approach. 

The need for such a training effort is obvious so that those using the system 
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would be able to learn what the approach is and how it works. This discussion 

also touched on the obligation to explore potential policy issues such as 

mandatory vs. voluntary participation, managing expectations concerning 

promotions, selective application of the system by different operational 

groups, and other organizational considerations. The result of this part of the 

discussion was that any formal development of this approach would need to 

be done incrementally. 

4. Immediate incorporation of principles and strategic themes identified 

Because of the discussions concerning the identified need for training and 

policy considerations, discussions moved to incorporation of the principles 

identified in existing systems. Justification for training based on identified 

needs was one concept that was agreed upon for immediate consideration. The 

need to link training and development to organizational specifics was also a 

concept that could be easily implemented. Finally, there was a consensus that 

potential vendors should be asked to link requirements their training programs 

to established City of Houston organizational values and operational 

requirements. 

After this meeting, the implementation of the approach and model developed has 

been largely limited to Item 4 above. Several of the considerations for implementation 

previously mentioned have affected this project. First, with changes in leadership in both the 

Mayor's Office and the Public Works and Engineering Department, the focus on these efforts 

was somewhat diffused. There is still value placed on the concept and principles identified, 
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but a lack of systems and consistent implementation efforts across the organization is 

apparent.  

However, the continued focus on the principles of this approach are apparent in 

leadership’s designation of certain officials tasked with reviewing various professional 

development activities against City/Departmental goals and objectives. The Department is 

also continuing to work with the E.B. Cape Learning Center to review the professional 

development tools offered as they relate to both the organizational goals and values along 

with the specific requirements of various positions. The emergence of a “litmus test” for 

training and development activities is consistent with the goals of this project. 

Discussions have been ongoing to consider additional efforts, but further thought has 

also been given to the application of the model and approach in other public sector 

organizations. This would identify any considerations necessary to adapt the approach to 

organizations of different size and technical sophistication. With the future in mind, it is 

certainly worthwhile to continue these efforts considering that the approach identified has 

been shown to successfully incorporate various critical components of public sector 

professional development as originally intended. 
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The Appendix of this document provides a summary of the project presentation meeting that took place in 

April 2015 with City of Houston officials. This summary also includes information concerning the future of 

this model and approach. In addition,the Appendix contains  a copy of the Letter of Project Acceptance from 

the City of Houston and a list of References used.
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