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1. Executive Summary 

This white paper  introduces a new type of metric known as a Key Capability IndicatorTM.  

 

Key Capability Indicators seek to quantify the knowledge, experience, technical competencies, behavioural 

competencies and track records of successful people within an organisation, in order to better predict and 

improve performance.  

 

If line managers master the development of KCIsTM, they can expect their teams to: 

1. perform more predictably  

2. extract more measurable value from training-spend 

3. increase the retention of  top performers 

4. improve the success rate of recruitment, promotion and succession plans,   

5. integrate new people faster 

6. identify individuals with poor potential for success in certain roles and define solutions 

 

This paper will demonstrate the concept of KCIsTM, provide examples and suggest strategies for 4 types of 

people: capable and less capable performers and non performers. 
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2. Definitions & Typical Examples 

Key Capability IndicatorTM 

The measurement of an individual’s potential to perform in a particular role as defined by management. 

 

Construct 

Key: adj. of crucial importance; significant (www.thefreedictionary.com/key) 

Capability:  n. the capacity to be used … or developed for a specific purpose 

(www.thefreedictionary.com/capability) 

Indicator: n. a device that records or registers something (www.thefreedictionary.com/indicator) 

 

Capability vs Performance 

For many years, Capability has been measured as part of Key Performance Indicators (KPIs1). In some 

organisations, this is explicit and formalised, but for most it’s bundled into performance management and it 

confuses the proper assessment of performance.  

 

In recent years, organisations have separated Key Risk Indicators (KRIs2) from performance to reduce the 

confusion surrounding performance. 

 

We believe it’s better to separate KCIs, KPIs and KRIs as they are fundamentally different and provide 

measurements of different business issues. 

                                                           

1 Key Performance Indicators are the selected measures that provide visibility into the performance of a business and enable decision 
makers to take action in achieving the desired outcomes. 

2 Key Risk Indicators are metrics used by organizations to provide an early signal of increasing risk exposures in various areas of the 
enterprise 
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Examples of Capability 

 

Individual Capability 

The rest of the document explains how KCIsTM can be used for individuals in the work environment.  In a later 

version of this document, we will explore organisational capability in terms of: 

1. Processes 

2. Finance 

3. Information Management 

4. Innovation 

5. Marketing 

6. Leadership 

Corporate Finance 

In corporate finance, investors assess the strength of a company’s balance sheet to determine the 

sustainability of future earnings. The earnings are ultimately measured through the Income and 

Cashflow statements. The strength of balance sheet is therefore a measurement of capability rather 

than performance. 

Military 

The capability of a country’s military power is measured in terms of the amount of equipment/arms 

and number of vehicles, planes, ships and personnel. The performance of any army can only be 

assessed during and immediately after a war. 

Sport 

The capability of a football player is measured in terms of their fitness, physiology, track record, 

experience and reputation. Their performance (depending on their position) is measured by (among 

others) the number of goals scored, goal assists, successful tackles, goal saves, metres gained and 

successful passes during the match. 

 



 

White Paper_KCIs v20141212 Page 5 

 

3. Separating Capability from Performance 

Outputs and Drivers 

In performance management we have the idea of cause and effect. A financial KPI (Profit) is impacted by 

other KPIs such as Sales Volumes which are themselves impacted by Customer Satisfaction and Process 

Efficiencies. We also refer to these as outputs and drivers. If we drill down through the organisation we find 

that the outputs of one process become the drivers of another. A KPI is therefore not necessarily an output 

or a driver and context becomes important. 

 

As we drill deeper into the process we find that KPIs are either automated or managed by people. When 
assessing an individual’s performance we use KPIs to quantify their output in terms of: 

1) Volume  

2) Quality  

3) Efficiency  

a) Cost per Unit 

b) Number of units produced per hour/day/month 

 

The drivers of performance are found in the collective term: Capability, which consists of primarily the 

following: 

1) Education and Knowledge 

2) Experience: 
a) Industry Experience 
b) Functional Experience 
c) Level of Experience 

3) Technical Competencies  

4) Behavioural Competencies 

5) Track Record.  

 

 These are the people drivers now defined as Key Capability IndicatorsTM or KCIsTM.  Capability is a weighted 

sum of these individual KCIs. 

 



 

White Paper_KCIs v20141212 Page 6 

 

 

Correlation 

 

Figure 1: Correlating Capability to Performance 

 

Figure 1 shows the performance of individuals against their capability. We expect to find a correlation 

between capability and performance. This assumes that we understand and can define the right KCIsTM that 

predict performance. The major weakness of people management practices in many organisations is that the 

decision making is based on: 

1. Performance in the current role that doesn’t predict performance in a future role 

2. Mistaking terms like ‘good’, ‘experienced’ and ‘qualified’ as proxies for performance 

3. Management/HR’s subjective, opinion based ratings for people made worse by personal 

relationships, bias, poorly defined  KPIs and incomplete data 

 

To reduce and ultimately eliminate this weakness, organisations should iterate their understanding, 

definitions, data collection and analysis until a significant R2 indicates that the strength of the correlation is 

closer to 1.  Then people decisions can be made on the basis of more objective data vs subjective opinions. 

 

Managers quite easily rank their people from ‘best’ to ‘worst’ but tend to be quite vague about their 

preferred employee strategies. The chart above provides a simple and effective basis upon which to develop 

specific and relevant people strategies. These are expanded upon overleaf. 



 

White Paper_KCIs v20141212 Page 7 

 

1. The Retain Quadrant – Capable Performers 

This is the simplest quadrant to understand but many organisations have vague strategies to retain their best 

people and provide them with a set of reasons that make staying and growing with the organisation a 

compelling proposition.   

 

Retention strategies include the basic levers: remuneration, promotion, conditions of work, educational 

options and perks.  Less obvious levers include customised career development with a 5 year view, 

integration with personal and family goals and aspirations incl. customised perks, work life balance, 

membership to elite groups of employees with access to higher level decision makers, development 

opportunities and exposure to best practices, top external 

consultants, career coaching etc. 

 

2. Exit Quadrant – Less Capable Non-Performers 

A lack of objective decision making and data allows people to gain 

access to jobs in which they are less likely to perform. The data in 

this quadrant confirms this to be the case and the managers are 

faced with one of three decisions: 

 Develop their capabilities in the hope that performance will 

follow. This is likely to be a weak option (See sidebar: Losing a 

good person for the wrong reasons) 

 Transfer them to a more suitable role. A better option if the 

manager understands objectively what’s ‘wrong’ with the person 

in the current role and why they will suit the next role.  Again, it 

takes data and iteration to understand the capability levers of 

performance. 

 Exit them: This decision is often passive. When the 

employee feels the heat from a manager starting to performance 

manage, they may resign.  But the manager hasn’t necessarily 

learnt the lesson of who not to hire in future. The whole point of 

this quadrant is to avoid making the same mistakes again. Only 

good data and iterated KCITM definitions will assist. In many 

organisations, it’s pot luck. 

 

 
Losing a good person for the wrong reasons 

Administrative people who request a transfer to 

sales are accepted because they are ‘part of the 

furniture’ and ‘deserve a chance’.  Money pressures 

form part of the reason for the transfer from a job 

that pays a fixed and lower salary to a more risky, 

but potentially more lucrative role in sales.  

However, there are some fairly fixed sales 

capabilities such as extroversion and impatience 

that by default are the opposite in admin.  When a 

more introverted and patient person finds 

themselves cold calling and under the whip of a 

sales target, the glamour of the cash is quickly 

tarnished. But because many sales managers have 

limited people management and basic psychology 

training, they don’t understand why ‘nice Jane’ in 

admin has become ‘terrible Jane’ in sales and so the 

decision to move Jane back to admin is delayed 

until Jane resigns from the company. The 

company’s lack of thinking and data gained them a 

poor sales person and lost them a good 

administrator. 
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3. Investigate Quadrant – Capable Under Performers 

When a capable person is selected and fails to perform, HR 

needs to intervene soon as the problem may be the boss 

himself. People like or don’t like each other for many 

reasons.  So too, do employees not like their bosses. The 

difficulty is that bosses hols many of the cards and if they 

have built a culture of fear, it’s likely that the failing but 

capable employee will leave and again, the organisation 

learns nothing. In this event, HR should explore the issue to 

see what’s happening: 

1. Does the employee have the right credentials on paper, 

but no experience? 

2. Did the employee make a big impression during the 

selection process which didn’t convert into performance 

after the job was secured? Why? 

3. Is the manager able to inspire and motivate the 

individual or does it look like relations are strained? 

4. Are there issues in the environment handicapping the 

individual such as unreliable equipment, insufficient 

training, poor working processes, difficult or unhelpful 

colleagues or poor management (see side bar – Capable 

Under Performer or Bad Boss?) 

5. Were the Capability and Performance criteria correctly 

defined? Are we measuring the right things? 

6. Are colleagues failing to deliver their roles and is this 

person is being unfairly judged as a result? 

 

4. Data Problem Quadrant – Less Capable Performers 

This can be seen as an unexpected but welcome problem. But it indicates that our assessment of 

capability or performance is inaccurate. The whole point of the capability vs performance correlation 

method is to predict performance based on a measurement of capability to enhance the effective 

management of capable performers.  Like the Investigate Quadrant, we need to analyse the definitions 

and data to find better correlations. The possible issues in this quadrant follow overleaf: 

 
Capable Under Performer or  Bad Boss? 

When Isabel joined the service team, everyone from 

the recruiter to HR to management was pleased with 

the choice. But within weeks of her start date, the 

wheels began to fall off. Her manager didn’t induct 

her properly which meant she waited for simple 

things like an employee card, a desk, a log on name 

and password and a job description.  

The company was struggling at that time and a 

negative culture of complacency found plenty of 

takers at the coffee machine. Isabel joined the group 

and discovered there was no negative feedback for 

long tea breaks and idle chatter. She also realised the 

company had no proper method of measuring her and 

she took full advantage. Then the  manager left.  

By the time the company did begin to focus on the 

problem and take action, it found itself catching up 

with legal requirements first: how do you discipline an 

employee who’s never received a performance 

contract or formal training. By the time the company 

managed to exit Isabel, much money and time had 

been wasted and team spirit had been severely tested. 



 

White Paper_KCIs v20141212 Page 9 

 

Factors to check: 

1. The role specification is too high for what is really 

required. It’s common for people to overestimate the 

academic and experience qualifications for a role. For 

example: sales roles. Managers may feel that a degree 

will support better performance or be an indicator of a 

better candidate. In fact, this can be an expensive and 

incorrect assumption. See side bar: Fit for Purpose. 

2. The honeymoon effect: When people start a new job, 

they will typically be on best behaviour. Even if they 

don’t like the job or are unsuitable, they will try harder 

and, for a time, produce better results.  The data 

surrounding newer staff should be treated as a work in 

progress until longer average tenures are reached and 

performance levels are stable. 

3. Hidden factors: Sometimes the data isn’t representative. 

When a manager or colleague helps a less capable 

subordinate or colleague respectively, the higher 

performance level is superficial. If HR doesn’t understand 

this or doesn’t have the data, they may change the 

recruitment spec on the evidence of incorrect data.  If 

management is complicit (‘we are a team’), then the 

data on the Correlation Chart is likely to be less useful in 

understanding the true picture.   

It all comes back to defining the right capability and performance 

measures and constructing objective data. 

 

The correlation process unearths the truth, removes subjectivity 

of any sort (e.g. favouritism, blind spots) and eventually reaches 

a point that HR and management understand the real capability 

drivers of performance.  

 
Fit for Purpose 

A medical aid call centre decided to employ nurses in 

their call centre as they would understand the 

members’ needs better than standard, non-industry 

agents. But the call centre suffered a high turnover of 

nurses who were also more expensive than standard 

call centre agents.  

 
Frustrated with the results,a trial was started using 

general non-industry call centre agents. The 

unqualified agents generally outperformed the 

qualified agents, stayed longer and enjoyed better 

work satisfaction.   

 
Why?  
 
The qualified nurses were trained to work with people, 

solve medical and personal problems, to empathise, to 

assist families during difficult times and naturally to 

perform general ward duties.   The call centre 

environment doesn’t cater for that one to one type of 

interaction so the nurse agents felt disabled. They 

wanted to work directly with their customers – the 

patients.   

 

The unqualified agents kept to the call centre’s 

purpose: assist members efficiently with their medical 

aid related requests.  Their need for engagement with 

the members was more company to customer as 

against nurse to patient.  So, they reached their call 

targets, performed better and stayed longer. The call 

centre saved money on hiring unnecessarily qualified 

people and reduced turnover.   

 

Moral of the story: don’t misconstrue the requirements 

of a role based on the industry in which the role is 

being recruited. 
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Strategic Insights 

By simply separating Capability from Performance, we produce valuable data that helps management ask 

very strategic and insightful questions: 

1. What are the capabilities I need to assess in my people 

and in new recruits before I can expect consistent and 

predictable performance? (See sidebar – Finding the key 

levers) 

2. On which capabilities should I focus the most resources? 

3. Do we have the right people in the right jobs? 

4. Have we over specified the job requirements? 

5. Are we paying too much for highly capable people in 

roles that don’t require such a high calibre of candidate? 

6. What have we learnt that can be applied to the training 

strategy? 

7. Can we recruit more effectively? 

8. Who is not going make it and how can we exit or 

transfer them constructively? 

9. Are there environmental issues for which we need to 

take corrective action? 

10. Do we have the right and accurate data? In many cases, 

managers know what they want, but they don’t know 

how to measure it accurately and so resort to subjective 

opinions on 5 point scales. This leads to a massively 

skewed distribution curve of data around 3 out of 5 with 

almost no data at 1 or 5.  This invariably leads 

management and employees to treat staff assessments 

and surveys as compulsory and irritating tick box 

routines, once or twice a year. 

 
Finding the Key Levers 

The management of a sales force that sells financial services 

defined 17 KCIsTM that they felt were required for sales 

people to be effective.  By separating the KCIsTM and KPIs 

and correlating the results, management found that only 5 

capabilities correlated strongly to performance. 

 

Example 1: One of the behavioural assessment tools being 

used to employ sales people indicated an R2 close to zero. 

Given the wide range of assessment tools available, this 

should at least prompt management to explore other 

options and dig deeper into the data.  

 

Example 2: Another interesting result was the rejection of 

the supposition that having a tertiary degree was important 

to success.  It was found that the graduates were no more 

successful than the non-graduates. Given the expense of 

hiring graduates, this too could save the company money 

and lead to a more effective sales force of mostly non-

graduates.  

 

With this information, they were able to focus their 

recruitment effort, invest in better assessment tools, focus 

their training curricula and exit individuals who didn’t have 

(and were unlikely to gain) the right capabilities for success. 

 

Once these decisions are taken, the data is investigated on 

an ongoing basis to see whether or not the ‘new rules’ are 

leading to better performance.  This is not a once off exercise 

and requires ongoing iteration as new data is loaded and 

circumstances change. 
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4. The Performance Scorecard 

In order to understand the capability scorecards we first need to re-cap the elements of a good performance 

scorecard as many of the characteristics have been re-used for capability. 

  

Figure 2: Example of a Performance Scorecard 

 

Figure 2 shows the performance scorecard for Joe who is employed as a Business Manager. The scorecard 

has the following elements (numbered items below correlate to the numbers above in Figure 2): 

1. KPA – The Key Performance Areas column shows a summarised collection of processes. The names 

of the KPAs should not be arbitrary but rather linked back to official business processes. One would 

normally map to the right level of process. Most organisations have between 5 and 7 levels of 

process hierarchy. 

2. Objective – This is the link back to the business objective normally defined in a strategic planning 

process for the company or the department through a cascading process. In some roles there is no 

clear link to a specific business objective in which case one can map it to a generic placeholder 

objective called “Vital”. 

3. KPI – The name of the Key Performance Indicator. Many organisations fall into the trap of allowing 

managers to define KPIs at the time of creating an individual’s scorecard. A KPI should only make it 

onto the scorecard if it is defined: 

a. As one of the strategic KPIs per the strategy map or similar document 

b. As a process KPI in the process documentation 

1 3 

2 
4 5 

6 
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c. As a project KPI which is linked to the name of a project registered with the project office. 

4. Targets – Clear standards of achievement on a 4 or 5 point scale. 

5. Weightings - to indicate the relative importance of each KPI. 

6. Actual Score and Comment – The actual score is recorded with a comment against the item. There 

are often actions linked to these comments and these actions are tracked. 

 

5. The Capability Scorecard 

The capability scorecard is a collection of the KCIsTM for an individual as has a similar structure to the 

Performance Scorecard. 

 

 

Figure 3: Example of a Capability Scorecard 

 

1 

3 2 

4 

5 

6 
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The Capability Scorecard is organised as follows: 

1. Categories – There are five categories of capability 

a. Education & Knowledge 

b. Experience 

c. Technical Competencies 

d. Behavioural Competencies 

e. Track record 

2. Key Capability Areas (KCAs) – This is a grouping of similar KCIs 

3. KCIs – Key Capability Indicators 

4. Targets – Clear standards of achievement on a 4 or 5 point scale. 

5. Weightings - to indicate the relative importance of each KPI. 

6. Actual Score and Comment – The actual score is recorded with a comment against the item. There 

are also actions in the form of individual development plans that get linked to these scores for 

example: training courses, coaching, on the job training, exposure to other areas in the business, etc. 

 

The five categories of capability are explained below: 

Category 1: Knowledge 

What does the individual need to know to do well in this job? It includes education and other types of 

training but not competencies which feature below in 3 and 4.  For example: it may be required that an 

incumbent has passed a technical qualification but that piece of paper does not guarantee that the individual 

is competent. Examples: 

1) Level of Education 

2) Certificates of Compliance, Competency or Qualification 

3) Membership of Professional Associations 

 

Tools for sourcing KCIs in this category: See Appendix A: CV Summary (CVS): Page 21 

 

Category 2 … / pto



 

White Paper_KCIs v20141212 Page 14 

 

Category 2: Experience 

There are (at least) 3 types of experience: 

1) Industry Experience: has the incumbent been immersed 

in our industry? Example: Years of Experience – Financial 

Services 

2) Functional Experience: does the individual have 

experience of the function in which the job is found? 

Example: Years of Experience – Sales in similar industry 

environments 

3) Level of Experience: does the individual have experience 

at a level that matches the job requirement? Example: 

Years of Experience: Sales Director or Senior Sales 

Manager 

 

It is important to stress that these first two categories of KCIsTM 

give us no comfort that the person will be competent and achieve 

their KPIs.  However, they are ‘tickets to the game’. The simplest 

example is Finance: It’s unlikely that a CFO will not have the 

required qualifications and number of years of experience in a 

similar environment and function at a similar level (See sidebar - 

Qualified on Paper, Reality a Little Different). 

 

The next 3 categories of KCIsTM dig deeper into the individual’s 

capability and differentiate the less from the more capable people. 

 

Tools for sourcing KCIs in this category: Appendix A: CV Summary 

(CVS): Page 21 

 

Qualified on Paper, Reality a Little Different  

At first glance, the management team had found a 

winner.  A manager with extensive sales experience 

in their industry, a person who had led a sales and 

marketing team at his current employer to 

consistently achieve targets. 

So they hired him and gave him a prestigious title, 

assuming they had just found themselves a gem. 

But on closer inspection, both the ex-employer and 

the new employer found themselves with 

unexpected and unwanted news. The ex-employer 

had  discovered that the ex-employee had built an 

informal system of patronage. Certain branches 

enjoyed special discounts and additional support 

while others received less support and no 

discounts. When the ex-employer moved to 

normalise the situation, frustrated branches cried 

foul. 

Meanwhile at the new company, the new employee 

was making his own rules and defying 

management instructions to the contrary. He soon 

found himself out of a job at the new employer.  

Why? 

On paper, the track record was excellent.  But an 

oversized ego and a penchant for ignoring the rules 

isn’t visible on paper until the company sends a 

new representative to visit the hitherto ‘privileged’ 

branches or a new boss manages things differently.   

Either way, we need to add a lot more than the CV 

and an interview to the mix of understanding 

capable performers who can do the job, but on 

their own terms. 
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Category 3: Functional or Technical Competencies 

These are the toughest of KCIsTM to measure because competency is often inferred from the first 2 KCIsTM: 

Education and Knowledge and Experience. This is unsurprising because the focus on qualifications and 

experience starts at the response management stage of recruitment: people who need to scan hundreds of 

CVs from mostly incredible and a few credible applicants find themselves simplifying their jobs by looking for 

key words: the required qualification, the ‘right industry’ background, the ‘right’ job titles and other 

subjective criteria which include age, gender, race, language group and nationality.   

But the key technical competencies required for success remain untested until the individual has joined the 

company which is too late and often too expensive and tedious to undo.  So, it’s at this weakest point of the 

assessment of capability, that recruiters should be paying the most attention.  It’s critical that recruiters 

satisfy themselves that candidates are competent to function and behave at the right level for the job.  This 

means creating customised assessments, simulations, scenarios, in baskets or case studies relevant to the 

organisation’s environment and the job for which the applicant is being interviewed. The example below, in 

Figure 4, exposed an excellent CV when the highly qualified and internationally exposed senior manager was 

asked to fulfil the relatively simple requirements. He became tongue tied and stressed during an exercise 

which for a senior manager should have been relatively simple. 

 

Figure 4: Example of a Technical and Behavioural Competency Assessment Scenario provided to shortlisted candidates after 

Interview 1 for Interview 2. 

 

Examples of KCIs in this category: Appendices B, C and D: Page 22-24 

Senior Sales Manager: Provide the candidate with pertinent data about the company, its products, services and 

target market, distribution channels and marketing plan. The candidate is to prepare a 3 slide presentation 

covering a simple analysis of the data and the beginnings of a sales strategy outlining the major elements and a 

list of any missing information required to define a detailed strategy. The candidate can spend as much time 

preparing as required and has 3-5 minutes to present.  This approach tests a number of technical and 

behavioural competencies: ability to synthesise data, define an outline strategy, understand what’s missing, 

present/communicate/persuade and use MS Office and any other technology/tools defined in the simulation. 

The panel scores the presentation according to a scoring template. The scores are averaged and weighted on 

the Capability Scorecard. 



 

White Paper_KCIs v20141212 Page 16 

 

Category 4: Behavioural Competencies 

This is relatively easy to measure with the wide range of assessment 

tools available today. Addendum E and Addendum F summarise two 

examples of these tools. These are not preferred or state of the art 

tools but the author has found their application beneficial to 

improving the insights required for people decisions in organisations.  

Behavioural assessment can be contentious and managers often have 

strong pro or anti opinions based on positive/negative experiences 

over time.  As with anything in business, subjective opinions and 

ignorance take us nowhere. We must let the data speak. If an 

organisation is of the opinion that an assessment tool (technical, 

behavioural, psychometric or otherwise) is excellent, there is only 1 

question: what data exists to support that view? 

Surprisingly, few organisations apply their collective minds. Managers 

enjoy success using a tool to assess a number of people and that 

situational success is extrapolated to any person anywhere. But if the 

manager moves and he or she no longer has access to that tool, it’ll 

be replaced with nothing or a new tool and the cycle starts again, 

sans data (See side bar – Making the same mistakes again and again). 

With many people changing jobs at alarming rates, it’s often 

irrelevant to a manager to confirm that his gut feel or considered 

opinion was right. He/she or the employee has moved before the 

chickens come home to roost. Hence the poor usage and 

extraordinary expense that organisations will authorise for 

assessments that are often looked at once and filed, partially 

understood, if at all. 

Yet, behavioural competency is core to success. A surgeon cannot be 

impatient and ignorant of detail while executing delicate surgery via a 

microscope. A salesman cannot be timid, introverted, self-reliant, 

patient, risk averse and uncertain if he intends to meet target. A 

nurse cannot be aggressive, unfriendly, impatient and forgetful in 

ICU.  

 

Making the same mistakes again 

and again 

Insurance, assurance and car sales 

companies have been known for hiring 

people as quickly as possible, training 

them as fast as possible and getting them 

onto the road to produce within 3 

months.  But if you examine just the 

behavioural profiles of the best and worst 

people, clear patterns emerge. Add to 

that data about age, gender, marital 

status, average tenure, experience, 

performance track record and any other 

data, it becomes clear that hiring warm 

bodies that turnover at 80% every 36 

months is counterproductive. 

But even if the data is collected, analysed 

and presented to management, there 

often seems to be a gulf between 

appreciating what the data means and 

implementing improvement plans to 

improve people decision making.  

Sales managers are mostly not analytical 

and believe in the achievement of the 

team, not necessarily the individuals in 

the team. We know that ‘Fred’ for 

example is a poor to average performer 

but ‘Fred’ is part of the furniture and a 

nice guy to boot. So we accept that his 

performance is not to standard and we 

move on sans reliable data, regardless of 

the fact that the sales manager’s life 

could be made vastly easier and more 

profitable if we accounted for the data 

and its significance. 
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Behaviour is core to performance. Our newspapers cover the 

behaviour of people (mostly negative) every day. It makes sense to 

utilise reliable and valid tools to better understand this critical input 

to performance. 

Consider the authoritarian behaviour of a few Presidents: Thatcher, 

Putin or Mbeki. Or the extroverted and people focused behaviour of a 

Mandela, Blair or Clinton? What of the behaviour of notorious soccer 

stars such as Suarez, Maradona or Vinnie Jones? And the professional 

style of Federer, Djokovic and Pete Sampras.  Their behavioural 

competencies or incompetencies were part and parcel of their 

massive talent for politics, soccer and tennis respectively in these 

examples. 

If that’s true, then managers of organisations should make it their 

business to become masters of behavioural competency for 

themselves and to support decision making w.r.t people. 

And it’s up to HR to be the assessment experts to provide their 

organisations with the best tools to measure talent and to ensure that 

the data is built over time to unequivocally support the use of 

assessments.  It is a core aspect of capability that has a major impact 

on performance in many different ways, some of which have no direct 

bearing on the technical competencies for which they were recruited. 

Examples of KCIs in this category: 

Appendix E on page 25 

Appendix F on page 26 (see sidebar – The Crucial Impact of Habits) 

 

Category 5: Track Record 

Track Record: This final category of capability is can be the toughest 

to measure because most organisations track performance 

subjectively and discuss work in the context of tasks not outputs.  CVs 

are littered with lists of tasks such as: “Managed operations for 

outlying areas” or “was part of the team that …”  

 

The Crucial Impact of Habits 

Shadowmatch offers extraordinary insights into 

the habits, task efficiency and attitude of people. 

A company was struggling with one of its 

mancom members. On paper, he was technically 

qualified and experienced to deliver his work in 

Business Process Optimisation. But when it 

came to working with others to implement Six 

Sigma improvement projects, the wheels came 

off. People complained of his rudeness and 

inflexibility. In management meetings, he would 

complain about his time availability, need to 

review documents repeatedly and some called 

him ‘slow’.  

When the whole team completed Shadowmatch, 

the problem stuck out like a sore thumb.  While 

the top performers were task efficient, owned 

their work to completion, simplified problems 

comfortably, were responsive to other 

colleagues and acted with confidence, this 

individual was slower, preferred to ‘hand off’ as 

against ’own’ problems to completion, didn’t 

simplify problems as easily, wasn’t very 

responsive and possessed more task vs people 

skills.  

It became clear that the dominant culture of the 

team made him uncomfortable and potentially 

explosive at times. His manager worked with 

him to build confidence and changed his 

responsibilities to be less people taxing and 

more analytical and independent.  

A little data goes a long way.  But critically, 

managers must be skilled in the interpretation 

and application of this kind of data. HR too, 

must play an important role in selecting and 

applying tools that work in the company’s 

environment. 
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More unbelievable, people write impossible statements such as “I was responsible for the restructuring of 

the division, the selection and implementation of a new payroll system, significant changes to the training 

and development system, a new performance management and a centralised talent management system”.  

Firstly, it’s unlikely that one person achieved this alone so the writer’s own role  is already questionable and 

secondly, if the writer’s tenure is just 9 months, it would have been unlikely that all the work required for 

this in a large public organisation, was actually completed. Thirdly, the effectiveness of the work would have 

been realised under a new manager so the real achieved performance is debatable. 

Surprisingly, interviewers often gloss over this kind of verbiage without interrogating its veracity and a 

possible non performer is added to the company’s human resources in the rush to get someone appointed. 

Again, we have to go back to a theme now common to this paper: data.  We have to critically assess the 

achievements that people ascribe to themselves and provide people with an objective and measurable set of 

targets so that they can wax lyrically about their achievements minus hyperbole. 

Three common measures of track record include reference checks, documented evidence of past 

performance and awards.  This is easiest for sports and entertainment figures whose on field/stage/film 

endeavours are documented in detail.  For example: the current world number one soccer player, according 

to the website ‘world soccer.about.com’9 is Lionel Messi (others will argue for Ronaldo10). A quick search on 

the internet reveals reams of data to support the claim11.  

But commercial organisations and people don’t generally write CVs or discuss applicants and potential 

successors in the language of performance with the exception of sales people and CEOs.  But even in these 

two highly measurable jobs, CVs are littered with waffle in the language of tasks, duties and responsibilities. 

Modern people management demands a greater focus on measurement and data and we are fortunate 

today to enjoy the benefits of sophisticated software tools that can capture, analyse and score thousands or 

millions of data points in seconds.  

In summary, there is no excuse in the second decade of the 21st century for companies and managers not to 

demand measurable data about a company’s, division’s, department’s or person’s objectives and KPIs. On 

the other side of the same coin, the requisite KCIsTM should also be measured and correlated to ensure that 

companies don’t waste company resources in selecting or retaining less capable, poor performers. 

Examples of KCIs in this category: Appendices B, C and D 
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6. Business Benefits 

The business benefits of separating capability from performance and introducing KCIsTM to provide the right 

data for analysis include:   

1) Recruitment: Use the data generated by the Correlate Analysis to avoid hiring poor performers. 

2) Training & Development: Once correlated, HR is empowered to spend training resources on only the 

most important and highly correlated capability factors.  Post training, the data can be re-assessed at 

the next performance measurement point.  A lack of improvement in performance post training 

should be viewed as at least worrying or at worst, a waste of money on unproven training options. 

This also empowers the company to demand more of its training providers. 

3) Retention: HR and line management is empowered to focus a retention strategy on the staff 

members the organisation can least afford to lose. 

4) Transfer/Exit: HR and line management is empowered to assess transfer/redeployment or exit 

strategies for these people.  This should be a mutually beneficial process that assists the staff 

member to find a role that suits his or her own capability, while the organisation replaces that 

person with a more capable person, more likely to perform. 

 

7. Conclusion 

 In summary, organisations that can accurately define the required capabilities for their applicants 
and staff to perform are enabled to implement only organisational development strategies that 
improve performance, customer service and staff morale. 

 The starting point is to differentiate between performance (outcomes) and capability (drivers).  

 Key Capability IndicatorsTM enrich the measurement of capability. 

 Organisations should cascade their strategic objectives and link their businesses processes to jobs 
and performance scorecards. The performance required by the incumbents of each job should be 
translated into a capability requirement so that managers are provided with a tool to predict 
performance. 

 By Correlating capability and performance, the organisation will find the 20% of capability levers that 
drive 80% of performance.  See Appendix G on page 27 for an example.  

 The quantification of Capability and Performance supports the effective execution of the 4 critical 
people functions: recruitment,  development, management and retention. 
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Appendix A: CV Summary (CVS): 

In order to score people on their KCIsTM, we need their CVs in a unified format because all CVs have 

differences in format, length, omission and content which makes them tedious to analyse and difficult to 

compare.  To make analysis and scoring easier, the CVs are summarised into one page CV Summaries (CVS) 

which enable easier assessment and comparison at a glance. If CVs are unavailable, employees will complete 

a blank template of the completed example in Figure 5: 

 

Figure 5: Example of a CVS 

 

Interesting aspects of the CVS include average tenure, achievements and reasons for leaving.  

1) If an applicant has an average tenure of 1.6 years over a 15 year career, what persuades the manager 

that the individual will stay for more than 1.6 years in the role for which he is being recruited? 

2) If an applicant offers no evidence of achievement on his CV, why will he or she achieve in your 

environment? Yet it’s common for CVs to be littered with evidence of ‘activity’ but not results. 

3) Reasons for leaving often expose people for their self centredness. When people consistently list their 

reasons for leaving each job as “Better opportunity”, “No chance for growth in my current position” or 

“Better financial prospects” without any evidence of achievement, questions about their potential to 

perform in the next role should be asked. 
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Appendix B:  Example of a Capability Scorecard: CFO 

KCAs KCIs for a CFO 
Capability Standards 

1 2 3 4 

1 
Education and 
Knowledge 

Appropriate Educational 
Qualification Attained 

Other 
B Com Hons 
Finance or 
Equivalent 

CA (SA) or 
Equivalent 

CA (SA) + Post 
Grad Mngmnt 

Degree 

2 Years of Experience 
Years of Experience: Transport 
Industry 

2 7 10 15 

3 Years of Experience Years of Experience: Finance 2 4 7 10 

4 Years of Experience 
Years of Experience: African 
Business 

0 2 3 5 

5 Years of Experience 
Years of Experience: Finance 
Director 

0 3 5 7 

6 
Technical 
Competencies 

Advanced MS Office Software 
Competency Score 

25% 75% 80% 100% 

7 
Technical 
Competencies 

SAP B1 Software Competency 
Score 

25% 75% 80% 100% 

8 
Technical 
Competencies 

Pastel Software Competency 
Score 

25% 75% 80% 100% 

9 
Technical 
Competencies 

Sage Software Competency 
Score 

25% 75% 80% 100% 

10 
Technical 
Competencies 

Technical Interview: Average 
Panel Score 

25% 75% 80% 100% 

11 
Behavioural 
Competencies 

Thomas Job Person Comparison 
Star Rating 

1 2 3 5 

12 
Behavioural 
Competencies 

Shadowmatch Interview: 
Average Panel Score 

20% 50% 70% 80% 

13 
Behavioural 
Competencies 

Shadowmatch Matching Report 
Score 

1 4 6 8 

14 
Behavioural 
Competencies 

Psychologist's Summary Rating 
of Assessment Results 

Not 
Recommended 

Recommended 
with Caution 

Recommended 
Highly 

Recommended 

15 Track Record Ave Reference Check Score 1 2 3 4 

16 Track Record 
% Profitability Improvements in 
Previous Roles/Last Financial 
Year 

0% 5% 10% 15% 

17 Track Record 
Previous/Current Employer 360 
Assessment Score 

1 2 3 4 

18 Track Record 
Operational Efficiency 
Improvement 

0% -5% -10% -15% 

19 Track Record 
Number of Improvement 
Projects implemented 
demonstrating measurable ROI 

1 2 3 4 

20 Track Record Change in Profit per Employee 0% 5% 7.5% 10% 
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Appendix C:  Example of a Capability Scorecard: Sales Role 

KCAs KCIs for a Sales Role 
Capability Standards 

1 2 3 4 

1 Education and Knowledge 
Appropriate Educational Qualification 
Attained 

No 
Matric 

Matric 
Matric 

with Univ. 
Exem. 

Post 
Matric 

2 Years of Experience Years of Experience: B2B Sales 0 2 3 5 

3 Years of Experience 
Years of Experience: Print/Labelling 
Related Industry 

0 3 5 8 

4 Years of Experience Years of Experience: B2B 0 3 5 8 

5 Technical Competencies 
Intermediate MS Office Software 
Competency Score 

0% 75% 80% 100% 

6 Technical Competencies 
Case Study Sales Presentation: Average 
Panel Score 

0% 75% 80% 100% 

7 Technical Competencies Technical Interview: Average Panel Score 0% 75% 80% 100% 

8 Behavioural Competencies Thomas Job Person Comparison Star Rating 1 2 3 5 

9 Behavioural Competencies 
Shadowmatch Interview: Average Panel 
Score 

20% 50% 70% 80% 

10 Behavioural Competencies Shadowmatch Matching Report Score 1 4 6 8 

11 Track Record 
Last Financial Year: % of Sales Target 
Achieved 

80% 90% 100% 120% 

12 Track Record 
Last Financial Year: % of Monthly Pipeline 
Target Achieved 

80% 90% 100% 120% 

13 Track Record 
Last Financial Year: Customer Satisfaction 
Score 

60% 70% 80% 90% 

14 Track Record Last Financial Year: 360 Assessment Score 1 2 3 4 

15 Track Record Ave Reference Check Score 1 2 3 4 
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Appendix D:  Example of a Capability Scorecard: Entrepreneur Candidate 

KCAs KCIsTM 
Capability Standards 

1 2 3 4 5 

1 
Education and 
Knowledge 

Level of Education  Primary High School Matric Graduate 
Post 

Graduate 

2 
Education and 
Knowledge 

Industry relevance  None Some Transferable Relevant Ideal 

3 
Education and 
Knowledge 

Assessment: 
Entrepreneurial Quality 
and Ability 

40% 50% 60% 70% 80% 

4 
Education and 
Knowledge 

Assessment: Sales 
Capability 

40% 50% 60% 70% 80% 

5 
Education and 
Knowledge 

Assessment: Growth 
Potential 

40% 50% 60% 70% 80% 

6 Experience Work roles (Years) 0 2 3 4 5 

7 Experience 
Entrepreneurial roles 
(Years) 

0 2 3 4 5 

8 
Technical 
Competencies 

Demonstration of 
Complete Management 
Accounts 

Incomplete   
Mostly 

Complete 
  Complete 

9 
Technical 
Competencies 

Financial Proficiency Weak Fair Adequate Good Ideal 

10 
Technical 
Competencies 

EU Computing 
Assessment Score (EUCA) 

0% 40% 60% 70% 80% 

11 
Technical 
Competencies 

Prepared Presentation 
Score 

0% 40% 60% 70% 80% 

12 
Behavioural 
Competencies 

Thomas Job Person 
Comparison Star Rating 

1 2 3 4 5 

13 
Behavioural 
Competencies 

Shadowmatch Matching 
Report Score 

1 4 6 7 8 

14 
Behavioural 
Competencies 

SMI Score 0% 40% 60% 70% 80% 

15 Track Record 
Avail. of Supporting Doc’n 
(PP Rating) 

1 2 3 4 5 
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16 Track Record 
Successful Impl’n. of the 
Bus. Dev. Map Outcomes 
(PP Rating) 

1 2 3 4 5 
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Appendix E:  Thomas PPA 

The Personal Profile Analysis (PPA) is a self-report measure, which assesses an individual's preferred 

workplace behavioural style. The Thomas PPA is DISC-based.    

 

Job Profiling (using the HJA – a part of the PPA), is a useful way to understand the role and a candidate’s fit 

to that role. It ensures you are comparing candidates to relevant job criteria. The results provide insight into 

how a candidate will behave at work, as well as their preferred communication style, possible limitations and 

key motivators and fears. 

 

The assessment can be done online or manually, and only takes 10 minutes to complete. A candidate 

answers a series of 24 forced choice questions. See Figure 6 below for an example of a PPA / HJA 

Comparison Graph: 

 

 

 

Figure 6: Comparison Report between a person’s 

profile (top) and the behavioural profile for the job 

(bottom). The report provides a matching score out of 

5. 

 

(www.thomas.co.za/index.php/products/#  owned and 

managed by Thomas International) 

 

http://www.thomas.co.za/index.php/products/
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Appendix F:  Shadowmatch 

The purpose of Shadowmatch is in the recruitment, development or management process is to understand 

whether or not a person joining a team will be, or an existing member of a team is, a disruptive or positive 

influence on the team.  The current top performers are benchmarked and all the sales people profiled and 

compared to this benchmark.  Again, the purpose is to understand each person and their 

similarities/differences to the Benchmark. The assessment takes about 45 minutes and like the PPA is sent 

by email for online completion. (See www.shadowmatch.com/ for more detail). See Figure 7 below: 

 

                

 

Figure 7: Graph page of a Shadowmatch Matching Report between an individual and a team of top performers or team members. 

The benchmark is in grey, the candidate in blue. The robots at the bottom of the page provide a summary result of the person’s 

match to his existing or new environment and a report is available.  A matching score out of 10 and a summary comment is 

available bottom right. Shadowmatch is owned and operated by De Villiers, Bester & Associates. 
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Appendix G:  Correlating Big Data 

Collecting all the KPIs and KCIs across the organisation will provide very powerful data points to find the 

correlations between capability and performance.  

 

The data is big in the sense of its variety and requires a very good visual data discovery tool, such as Qlikview 

for simple but effective analysis. 

 

 

Figure 8: Qlikview Dashboard on an Isometrix Framework showing an R2 Coefficient for a small dataset 

 

In the example above, the dots represent sales people. The correlation R2 of 0.74 is significant and means 

that this company is predictably hiring people less likely to perform.  As a result, the company finds achieving 

sales targets difficult for this and other organisational reasons.   

 

Changes in people strategy and organisational structure should have a positive impact on their 2015/16 

financial year.  But an important key was the availability of both performance and capability data to define 

and implement people related improvement strategies. 


