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INTRODUCTION
Even though Competency Based Training is a concept 

that has been around for decades, it has only recently 

gained mainstream attention for both its effectiveness and 

ability to create competitive advantage through human 

talent. Many organizations claim to have fully implemented 

competency based training models but the reality is that 

few do it successfully. This is because significant time and 

resources must go into developing and maintaining a fully 

functioning competency based training programs. It truly 

takes years for a dedicated team of HR and Learning and 

Development managers to create and deploy organization-

wide competency based training. While the undertaking is 

significant, there are still many examples of organizations 

that have taken practices of competency based training to 

develop talent and exceed organizational targets. By the end 

of this two-part guide, we hope that you will leave with a 

thorough understanding of the following:

•• What competency based training is

•• Why more organizations are focusing on  

competency based training

•• Why learning and development managers love 

competency based training 

•• How to assess competencies

•• How to design competency based training

WHAT IS COMPETENCY  
BASED TRAINING?
Before we define and explain competency based training 

(CBT), let’s break it down to define ‘competency’. The 

term competency refers to individual characteristics that 

contribute to acceptable or outstanding performance1. 

Competencies can be anything from a set of knowledge, 

skills, behaviors, attitudes and characteristics that lead to 

producing distinguished results1. Competencies lie at the core 

of successful performers so it is important to understand that 

the analysis of high-achieving talent is one way to identify 

competencies that allow success over others1. 

Breaking it down further, there are different categories of 

competencies such as functional competencies, personal 

competencies and business competencies. Functional 

competencies are applicable technical knowledge or 

skills that are needed for a particular field or profession2. 

For example, accountants require different functional 

competencies than engineers or electricians. The second 

group of competencies is personal competencies, which 

are individual attitudes and skills required to maintain 

professional relationships and personally develop and 

learn. An example of a personal competency would be 

one’s communication skills or the ability to prioritize 

commitments. The final group of competencies is business 

competencies wherein individuals have the ability to view 

problems or situations through a business lens; for example, 

strategic or critical financial thinking2. 

What is competency based training then? According to 

the National Skills Centre of Australia, “competency based 

training is a structured approach to training and assessment 

that is directed toward achieving specific outcomes. It is 

about assisting individuals to acquire skills and knowledge 

so they are able to perform a task to a specified standard 

under certain conditions”. Thus, in competency based 

training, a performer’s expected outcomes must be clearly 

stated so that the learner knows exactly what is expected 

of them. Similarly for competency based trainers, once 

competencies are assigned to learners, the trainer will know 

the precise training and leaning that is required to bring the 

learner to a desired level of competency3. 

Bringing the aforementioned all together, organizational 

aim is then to create competency models for specific 

functional roles that contribute to company-wide strategic 

goals. Competency models are a set of typically 10-30 

competencies that define the capabilities of successful 

performers1. To derive competency models it is key to focus 

on performers who have been highly successful in the roles 

for which competency models are created. 

To do this, create profiles of exemplary performers and be 

sure to define their effectiveness based on measureable 

abilities and traits. Once competency models are created it 

is then easier to identify gaps in your talents’ behavioral or 

work outputs. Being able to identify these gaps is the first 

step in bringing talent to a level of competency that creates 

competitive advantage1. 
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WHY MORE ORGANIZATIONS ARE FOCUSING ON  
COMPETENCY BASED TRAINING
More and more organizations are implementing competency 

based training because it helps to prioritize training dollars 

and ultimately it achieves results3. Research tells us that 

some individuals are up to 20 times more productive 

than others1. If you could have your pick of these hyper-

productive employees, wouldn’t you? Lucky for you, with 

competency based training you can. When you match 

both individual competencies with job competency models 

you effectively put talent in positions where they will 

flourish1. Coupled with this, by simultaneously focusing on 

developing the employee’s competencies, you will come 

closer to closing the gap to the competency model so that 

the employee reaches his or her ultimate potential. When 

this happens the individual will have reached a level of self-

actualization wherein benefit to the company continues to 

multiply. Here are additional reasons why organization use 

competency based training.

Competitive advantage is achieved for organizations who 
know characteristics that drive the best results because 

they are better positioned to recruit, select, develop, reward, 

and promote the most successful performers1. According 

to training experts Graber & Rothwell, “competencies are 

an important tool, much like a compass, to find direction in 

attracting, developing, retaining, and positioning the best, 

most productive and promotable people.” 

Competencies Outlive Job Tasks
Since competencies are built around the characteristics of 

highly successful people, they outlive job descriptions and 

can be used by organizations to train and evaluate talent 

forever1. There will of course be times when competencies 

can be modified and added upon but their essence will 

remain virtually unchanged. Compared to job descriptions, 

competencies effectively center in on the particular 

characteristics of individuals that lead to success above their 

peers. Often, the unique characteristics that competency 

evaluations highlight are overlooked or ill-identified in job 

descriptions. 

Competencies support  
organizational capabilities
As we all know successful organizations have strategic 

capabilities that set them apart from their competition. This 

relates to competencies because, collectively, in order for an 

organization to excel at capabilities like innovation, low cost 

and service—they need to possess certain competencies 

to thrive in these areas1. For example, if an organization’s 

strategy is to be a low-cost provider (e.g. Wal-mart), they 

will need to focus hiring efforts on competencies much 

different than an organization focused on exceptional 

service (e.g. Nordstrom).      

Competencies are an 
important tool, much 
like a compass, to find 
direction in attracting, 
developing, retaining, 
and positioning the best, 
most productive and 
promotable people.
GRABER & ROTHWELL
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WHY LEARNING AND DEVELOPMENT MANAGERS LOVE CBT

Competencies Target the Foundation
Competencies are often ingrained characteristics or traits 

that are built up over years of experience and training. 

Learning and development managers find that successful 

performers don’t even realize they have them—those traits 

are so ingrained that they become second nature in one’s 

behavior and attitude. Thus, in order to understand successful 

performers at their core, learning and development managers 

have to spend significant time observing and probing these 

individuals to truly understand how they developed their 

core competencies over time. It has been found that most 

successful performers have attained their competencies 

through proactive measures such as: coaching and mentoring, 

networking, observing successful performers, joining problem-

solving groups and communities of practice, and reading1. 

Aside from on the job training, learning and development 

managers can provide the aforementioned activities to further 

develop employee competencies.  

The 70-20-10 Percent Competency 
Development Rule
The 70-20-10 percent competency rule suggests that 70% of 

competencies development happens on the job, 20% happens 

through networking either online or in person, and only 

10% happens through programmed training1. For example, 

if seeking to improve an individual’s emotional intelligence 

competency, training is a small portion of the development 

path. The majority of the development plan is best spent 

working closely on a project with an employee or supervisor 

who demonstrates high emotional intelligence. By carefully 

observing the emotionally intelligent co-worker, the trainee 

can then set aside time for one-on-one conversations to delve 

deep insight into his or her observed subject’s cognitive and 

emotional process to gain further understanding. 

Competencies Define Organizational HR 
Needs to Achieve Strategic Outcomes
When companies complete organization-wide competency 

assessments, they are able to identify competency gaps 

that impede short and long-term strategic results.  Once 

competency gaps are identified, HR professionals are 

positioned to make better decisions when it comes to 

recruitment, hiring, on-boarding, performance management, 

compensation planning and succession planning.

Competencies Provide Employees with Linear 
or Non-linear Advancement Plans
When employees have a deep understanding of their 

strengths and weaknesses—the competencies where 

they are lag or excel—they are better able to focus their 

development efforts to improve their shortcomings. In Part 2 

we discuss various methods to help employees gain insight 

into their competencies and areas for improvement. Once 

competency assessments are completed, managers are 

also equipped with extensive insight to discuss career paths 

and development plans so employees can advance in their 

careers and reach their highest potential.

70%
ON THE JOB

20%
NETWORKING

10%
TRAINING

Competency Development

Benefits of Competency Modeling 
Significant time and effort goes into creating accurate 
and whole competency models. When done properly, 
organizations will benefit from the following1:

•• Lower turnover due to high productivity and 
employee value alignment

•• Ability to identify training gaps allowing for 
targeted training

•• Facilitation of employee development through 
tailored individual development plans

•• Creation of career paths for future positions

•• Quicker and easier to identification of candidates 
ready for promotion

•• Competency focused succession plans

•• Development of workforce plans that meet 
future talent needs
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Moodle Expert Support
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Managed Hosting

Moodle & Totara Implementation

Integration & Custom Development

Professional Services
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From LMS 
implementation to 
managed hosting 
and 24/7 support, 
we do it all!

Schedule a Demo
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ABOUT LAMBDA SOLUTIONS
Exceptional Support has made Lambda Solutions a leader 

in Moodle and Totara Managed Hosting and Professional 

Services. We believe that support is a critical component to 

any successful implementation and use of any technology. 

Since 2002, we have helped many organizations deliver 

great eLearning experiences. We combine offerings 

in managed hosting, application support services, 

development and integration expertise, as well as training to 

customers in Education, Corporate Training, Healthcare and 

Government. Lambda Solutions is a Totara Platinum Partner.

Contact our team
We want to talk to you if you’re looking for reliable Moodle 

or Totara hosting and support, or if you need customization 

and consulting for your existing system. Our solutions 

combine a choice of robust hosting platforms, seamless 

integration with your enterprise applications and friendly, 

easy to access support. 

TOLL FREE	 +1.877.700.1118

EMAIL 		  info@lambdasolutions.net

RESOURCES	 lambdasolutions.net/moodle-resources

CONTACT US 	 lambdasolutions.net/contact-us


