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Competency Assessment Guide for Rollover to Banded Classes
- A Guide for Managers and Supervisors -

_____________________________________________________

This resource guide will help you plan how to assess employee competencies and communicate the results to each employee. The guide provides a framework for an accurate assessment and a well-rounded discussion with your employee. 

Your assessment will set the employee’s level in the Banded Class so it is important to accurately assess the employee’s competencies and plan your discussion well.  Your assessment has a great impact on the employee and on your organization:
· Establishes the base line for the employee’s competency development goals;
· Impacts current and future salary decisions for the employee; and
· How the employee uses the competencies will also impact their performance in achieving the organization’s goals.
If you are unfamiliar with Career Banding, review the DHHS banding website at http://dhhs.state.nc.us/humanresources/banding thoroughly before beginning the assessment. The information on the site will help you understand competencies, salary ranges, and other banding concepts. 

Following the detailed steps below, you will find a blank discussion planner form to plan your discussion and make notes prior to your meetings with your employees. You will also need a copy of the blank competency assessment form. 
Be sure to use the Key Principles of good supervision combined with the following steps to ensure successful initial competency assessments. (The Key Principles are defined several places throughout this guide.)
Initial Assessment.  
You should have received a copy of the banded class competency profiles that will apply to your employees from your manager or from your training. You may also get copies on the banding web site by clicking on the “Job Family” that includes your employees. 

As the employees are “rolled over” to their new banded classes, you will be responsible for determining each employee’s overall competency level. Remember that you are leveling the employee in terms of how they are “functioning” rather on what they “could” do. In some cases, all of your employees in the same banded class may be doing similar work and demonstrating the same competency levels overall. But you may also find that some employees are not yet functioning at the necessary level (for your work unit’s business needs), so you may be ranking them at a lower level initially and helping with a Career Development Plan to bring the employee up to the next level. Or you may have some expert employees who serve as trouble-shooters or do more high-level work and are currently functioning at a higher level than most others in that banded class. Remember that not all work units will have all levels since advanced or contributing level positions are not always needed.
The process for assessing competencies includes 5 steps:
1. Review position competencies. Start by reviewing the competency profile and job description for the person you will be assessing.  Pay particular attention to the differences between the contributing, journey and advanced levels. 
2. Review any documents or data you have to assess the employee’s current demonstrated level.  Review your performance notes for this employee along with completed workplans, and other data such as STARs, project status reports, feedback from project leaders, and system change requests.  If you do not have sufficient documentation in your own files, you may ask the employee to provide data to support a level.  
3. Document the demonstrated competencies.  Use the competency assessment form to summarize your assessment of how this employee is functioning in relation to the competency levels.  Develop 2-3 concise statements to support your assessment.  It is not necessary to list everything the individual has done to do this.  The focus should be on those things the employee has consistently demonstrated over a period of time.  There is no benefit to the employee to over or under estimate competencies at roll over.  Please refer to your copy of the slides provided to you during training for examples that have too much detail or are too vague. 
4. Set the overall level.  First, level each banded class competency by selecting the level that best matches the employee’s current demonstrated competency level. After assessing the employee’s levels for each competency, you will then set an overall level for the employee based on the employee’s overall ranking. If you have an employee who is functioning at the journey level, for example, in the majority of the competencies, the overall level will be journey (even if only functioning at the contributing level in a couple of the competencies). If there is not a clear majority at one level, set the overall level based on the relative importance of the competencies related to the day-to-day work and major responsibilities in the job. Discuss the situation with your manager and ask for help from HR staff if needed to decide on the best overall level.
5. Discuss the assessment with the employee.  For a successful transition to these new banded classes, it is critical to get employees’ buy-in.  You may also want to encourage employees to provide their own data to support the level. If they disagree with your assessment of their levels, it is important that you listen to their concerns and explain the process you used for determining their levels in a thoughtful manner.  This should prevent problems with employee morale and future disputes. 
Having a Successful Discussion

Please follow the advice and tips that follow to help you and your employees transition to this new career banding system. 

1. Outline the discussion.  (OPEN)
Once you have “done your homework” and ranked your employees’ competency levels, set up meetings with the employees to give them your opinion and get their feedback. 
Start the discussion in a relaxed manner and convey your interest in the employee to make the discussion as comfortable and successful as possible. Remember the Key Principles throughout the discussion:

1. Maintain or enhance self-esteem. (Esteem)
2. Listen and respond with empathy. (Empathy)
Open the discussion by explaining that the purpose of the meeting is to:

· provide feedback to the employee on his/her current competency level, 
· answer any questions about the leveling, (Share)
· respond to any additional questions on banding, and 
· discuss any future plans for developing the employee’s existing competencies. (Involve)
Tell the employee that his/her comments will be valuable during the discussion and that you want his/her input. 

2. Review the competencies, what level you assigned, and any data to support your assessment.  (CLARIFY)
Let the employee know the level of the new banded class that they will be going into; i.e. this job has been leveled at the journey level. This will give the employee a reference point of how s/he is doing compared to the set level of the position. 
Before going into the details of their levels, make sure that your employees understand the basic concepts of Career Banding including: 

· What competencies are and how the new levels and career bands affect their positions.

· How employees can move up through the levels or move to other banded classes as their competencies increase.

· The pay range related to their new banded class and whether there are any budget funds available for granting raises to any employees who might qualify.
Keep the following in mind as you discuss the assessment:

· Discuss each competency and level one at a time.  
· Briefly summarize any rationale or data that you used to level each competency.  (share)
· Be concise as you let the employee know what specific information you used to decide upon the particular level.  Respond to any questions about the summary statements you wrote.
· Keep the focus on the data and not on the individual, focusing on work quality and quantity rather than personal attitudes and personalities.  
· Ask for any input from the employee that would confirm the level or support a higher level if the employee disagrees.  (Involve) Its important to resolve any issues the employee has at this point instead of having to resolve a dispute later.
· Review any documentation the employee has that may impact the rating. 

The following are some examples of good and bad ways to move the discussion forward:

· Good: Based on the examples of your work that I just described, you are currently doing contributing level work in the area of “attention to detail.”  If you continue to develop checklists and work on your record-keeping, I think that you could move up to the journey level in this area in the future. Do you agree with that assessment of where you are at this point?
· Bad: You are less than satisfactory in the area of “attention to detail.” Do you have anything to say about that?

· Good: Since you disagree with my assessment of your contributing level of work in the area of “attention to detail,” what examples or data can you give me of how your “attention to detail” fits more closely to the “attention to detail” descriptions under the journey level?
· Bad: Unless you can prove that I made a mistake in assessing your attention to detail, I’ll have to leave that one as it stands at contributing. What can you show me right now to prove your point?
If the employee does not express any concerns after you have gone through each competency, ask the employee if s/he has any questions, concerns, or thoughts about the overall assessment.  
If you get a negative response or a disagreement about the overall level, ask open-ended questions to learn more about the basis for the employee’s reaction.  Ask questions such as, 
· “What level were you expecting?”  
· “Why do you feel that level would be appropriate?”  
· “How is this level inaccurate?” 
Allow the employee to express his/her thoughts and acknowledge them first without judging or evaluating.  Listen and respond with empathy to reinforce morale and respect for the individual. While continuing to treat the employee in a respectful manner, make sure that the employee fully understands the budget situation (if s/he is basically lobbying for a raise). Then explain his/her responsibility to provide documentation of past or current demonstration of duties that clearly indicates a higher level rating. If the employee is unable to provide clear documentation of the higher level, make sure that s/he understands the reasons for the current level ranking. Then go on to step 4 to help the employee see how s/he can work toward the next level in the future.
At this step, make sure that they are very clear on what competencies that they need to develop and demonstrate. This will help them follow through on development plans to work toward increasing their competency levels. 

Consult with your HR office if you have an employee who disagrees with your assessment or is not meeting at least the contributing level for the banded class and take the following steps:   

· Look for positive patterns or trends that can be reinforced.
· Maintain or enhance the employee’s self-esteem.
· Ask for their input in planning how to handle any challenges that they are facing. (Involve)
3. DISCUSS future ideas for developing individual competencies and a career development plan for the employee. (This step is optional at rollover. You may go into this at rollover with your employees or wait until their first performance management and competency assessment cycle ends.)
In Career Banding, career development is the responsibility of both the supervisor and the employee.  You will need to help the employee understand his/her role. Explain that it is his/her responsibility to identify and understand the competencies associated with higher level positions and plan ways to increase competency levels.  You are responsible for ensuring that any new skills or knowledge necessary to carry out your organization’s goals are developed by employees.  Any deficiencies will be covered in improvement plans (discussed later on)
Ask the employee for suggestions on what s/he could do within his/her current job to develop higher level competencies. The employee’s ideas and suggestions may reveal personal strengths, skills, and interests that you may not have known about or focused on in the past.  For example, you might give an employee with strong “planning and organizing skills” the opportunity to develop and demonstrate a higher competency level. Allowing employees to try out higher level skills through enhanced job assignments, cross-training, or other internal developmental activities reinforces their skills or strengths and gives them a chance to develop these skills further.  Emphasizing employees’ strengths also helps maintain self-esteem, especially if you have to talk about other areas where they need to improve.

Your role will be to review plans and help identify available resources for the employee. Discuss realistic ways the employee can develop new skills or knowledge that will be needed in the job.  If budget problems continue, your employees may not be able to take extensive training or educational course work.  Try to work within your budget to rely on available and affordable job training, mentoring or self-development for creating realistic career development plans with your employees.  Your employee may have future plans outside of the work s/he is currently doing.  They may choose to keep these private or use you as a sounding board.  The position your employee is currently in may also not allow for them to move up in that job.  In this case, you may be assisting the employee to develop competencies s/he will use in other DHHS jobs. 
4. AGREE on actions to be taken.   

You and the employee should identify actions to be taken to develop current competency levels.  Keep the following principles and action steps in mind while discussing future plans:

· Use employee’s ideas. (Involve)
· Be positive, future-oriented.
· Identify specific alternative actions (i.e. STAR/ARs).
· Maintain or enhance self-esteem. (Esteem)
· Focus on the facts, not on the individual.  
· Agree and document specific actions the employee will take.

· Set up a follow-up meeting if necessary. 
· Take careful notes to record commitments.  
In most cases, employees will receive no salary increases based on this first assessment.  If salary can be increased, you may give the employee this salary increase information at the time of the discussion. Remember that this will probably be the exception to the rule and each of the following conditions must be met:

· The employee’s current salary is less than the applicable Contributing, Journey or Advanced Reference Rate established for the employee’s new banded class. 

· You have available funding confirmed through your management and budget office.

· Management has made sure that all “Pay Factors” have been met, submitted a “Salary Decision Worksheet” and consulted with HR staff to get approval if necessary.

5. Summarize the discussion and express confidence in the employee’s ability to succeed.  (CLOSE)
Because the assessment discussion covers a variety of topics, it is important to make sure that both you and the employee are clear on all actions that you have discussed and agreed upon. This is where the notes you have taken throughout the discussion are especially valuable.  Briefly recap each action and any follow-up required by you or the employee. 

Thank the employee for participating openly in this discussion.  Conclude the meeting by sincerely expressing confidence in the employee’s future development and doing the following:
· Recap actions.
· Restate any follow-up dates.
· Thank the employee.
· Be sincere, concise.
· Maintain or enhance self-esteem.

Banding is a new process and your discussion method will have a great impact on how employees react. 
Please remember to use the Key Principles throughout your discussions with employees.  The Key Principles are:

1. Maintain or enhance self-esteem.

2. Listen and respond with empathy.

3. Ask for help and encourage involvement.

4. Share thoughts, feelings, and rationale.

5. Provide support without removing responsibility.


If you need any further help in using this guide or in using key principles, contact your HR manager.  You will also find 

other resources on the DHHS Banding website at http://www.dhhs.state.nc.us/humanresources/banding.
5
4

