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Abstract: The primary purpose of this article is to present the conditions for effective use of
the Development Centre methodology in developing management competences. The article
presents the methodology of running a Development Centre session based on the case of its
implementation in a specific organisation.

The authors focused on the case study analysis of the correctness of the Development Centre
application. The empirical part was supplemented with a description of selected competences
of senior management. The article is summarised by conclusions — a set of good practices on
how to successfully conduct the DC process.
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1. Introduction

In contemporary companies, self-improvement, as well as professional and continuous
development of competences, have become a priority. However, for the process to be effective,
companies must diagnose the areas which require improvement, pass on the results of
performance assessments to the employees in a clear and intelligible manner and design
a development plan that would be based on individual needs and innovative development forms.

With such a vast selection of diverse methods of assessing employee performance
(including tests, the 360-degree method) at hand, attention should be paid to the so-called
Development Centre, a method which can be used to objectively assess employee competences,
provided a detailed methodology is created.

Therefore, the ultimate purpose of this study is to present the conditions for the effective

use of the Development Centre methodology in developing the competences of the
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management, based on specific case analysis. The empirical part is supplemented by
a description of selected competences of senior management and their assessment method,

which is key for this study.

2. Key competences of the management

Competences can be defined as “dispositions in knowledge, skills and standpoints which
can be applied to execute one’s professional tasks at an adequate level” (Filipowicz, 2016,
p. 46).

Noteworthy is that they “are hierarchical, which means that a different competence level is
required for each of the levels” (Rakowska, 2007, p. 53). Four levels of competence can
therefore be distinguished (Rakowska, 2007):

— Behavioural — which is related to the basic skills required in the workplace.

— Supplementary — which focuses on basic skills, as well as on understanding and

knowledge.

— Integrated — which is based on the integration of understanding, knowledge and skills.

— Holistic — generally concentrating on the transfer and integration of cognitive structures.

B. Gajdzik has particularly emphasised the key competences of the management. She lists
decision-making competences (the ability to make decisions and bear the risk), technical
competences (the knowledge of practical procedures related to the execution of tasks associated
with the profession), conceptual competences (the ability to perceive the organisation as
a whole), administrative competences (related to the knowledge of regulations), specialist
competences (characteristic for a given position), interpersonal competences (related to forming
correct relations in a team) and organisational competences (delegating tasks, managing time)
(Gajdzik, 2015).

The author also mentions so-called innovative competences, i.e. the ability to find oneself
in innovative situations (in terms of solving uncommon problems) (Gajdzik, 2015).

In turn, M. Jabtonski points to the fact that creating and implementing changes in the
organisation should be the dominant competence of the management (Jabtonski, 2015).
What is also important is the ability to think systemically, effectively operate in a multicultural
environment and the ability to learn or behave politely among colleagues (Jablonski, 2015).

For this study, the authors assumed that competences are a repository of knowledge, skills
and standpoints. According to the authors, they key competences are: being goal-oriented,
personally effective, focusing on interpersonal communication, solving problems and being
skilled in making decisions, as well as team work. These have been elaborated upon in the
methodological part.
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3. Development Centre — literature approach

Contemporary organisations focus on a multi-layered, both ongoing and periodical,
assessment of competences. Not only does this method assume the continuous perfection of
competences, it also limits ineffective behaviours in employees (Juchnowicz, 2007). It can be
further used to “estimate the value of human capital and to identify the strong and weak sides
of every organisation in an area which is considered to be the most essential to its development
(Juchnowicz, 2007, p. 209).

It should be noted that an assessment which is carried out correctly, the principles of which
are constructed according to a correct methodology, will identify the employees who not only
have the highest potential for development, but who are also the most valuable repositories of
knowledge at the moment (Juchnowicz, 2007).

As mentioned earlier, the so-called Development Centre (DC, also referred to as the
Assessment Centre) is a method which identifies the personality profile, the competences and
the value system of a person providing work. The method consists in “comprehensively
examining the predispositions of any assessed participants” (Ludwiczynski, 2006, pp. 212-
213).

The essence of this method is to “thoroughly examine the potential of the employee, and
particularly of the management” (Grzebyk, PierScienia, and Filip, 2014, p. 143).

A. Wieczorek-Szymanska has pointed to an important fact, namely that “nowadays,
the focus has shifted to an integrated method referred to as Assessment & Development Centre
(A&DC or Developmental Assessment Centres — DAC). In literature, the method is described
as a procedure for assessing people in terms of their skills, abilities and features, which are
considered important from the point of view of effectiveness of the entire organisation.
The A&DC process includes various individual and group situational exercises. When
performing them, the employees are observed and assessed by the assessors, who are usually
experts in a given field, or the managers of the company. If the task is of strategic importance
to the organisation, it should be observed by the chief executive officer or the chief operating
officer” (Wieczorek-Szymanska, p. 113).

B. As M. Armstrong emphasises, in order to increase the effectiveness of assessments, that
they should be attended by several assessors or observers (Armstrong, 2000).

The DC method can be particularly used to verify (Stelmach, and Romanski, 2007):

— widely understood communication (including the ability to both conduct and sustain
conversations),

— the ability to motivate employees,

— the ability to evoke sympathy in others,

— the ability to make an impact on others,

— the ability to analyse and synthesise information,
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— interpersonal sensitivity,

— firmness and the pursuit of leadership.

As this method has been generating significant results, we should consider the conditions
which should be created to perfect it and make it as objective as possible.

These are listed by A. K. Baczynska and V. Wekselberg in their article entitled “Trudna
sztuka assesmentu. Raport z wynikdw badania Instytutu Rozwoju Biznesu” [“The difficult art
of assessment. A report on the results of a study carried out by the Institute for Business
Development”]:

— Behavioural classification — any behaviours which were observed in DC participants

should be grouped into clear, unambiguous categories.

— Comprehensiveness of the assessment — guaranteed by a combination of various
assessment techniques.

— Professionalism of assessors, who should take a series of trainings and, what is
important, reach a level specified by the “guidelines and ethical rules for applying an
assessment centre”.

— Validation — verification of the effectiveness of the method.

The DC will only be effective if a series of requirements is fulfilled, including if professional
tools adapted to the specific nature of the company and the position in question are applied.
Guidelines and Ethical Considerations for Assessment Centre Operations provides important
recommendations for designing DC sessions. The document was written and has been updated
by the International Task Force on Assessment Centre Guidelines (Winczo-Gasik, 2012).
This document precisely lists the conditions which should be ensured to effectively conduct
a DC process, and it also outlines its methodology. The case study presented in a subsequent
part of this article is based on the Guidelines and Ethical Considerations for Assessment Centre
Operations and indicates that competences are generally revealed in action, which is why they
should be measured by observing specific, single, precisely selected and described behaviours
— behavioural indicators. The entire DC procedure described in an example below is based on
an assumption that its effectiveness relies on a standardised assessment of behaviour,

substantiated by data collected from other sources.

4. An example of the practical use of the DC to assess the competences
of the management staff

The following example shows how to use the Development Centre methodology by

a large production organisation, where the number of employees amounts to 850.
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The general interest in the Development Centre (DC) method and its implementation as
a regular method to assess management competences stems from a conviction of the
HR department that the method provides reliable information about employees.

The HR department convinced the management to implement its idea, i.e. to support
developmental processes applicable to top management based on the conclusions of the DC
assessment. What is more, the department proposed to carry out regular DC sessions once
a year, thus obtaining a comprehensive diagnosis of key competences, as well as quantitative
and qualitative feedback on the competences assessed, which could be used to update the
company’s development plans and set optimal development paths.

To be organised annually, DC processes dedicated to top management require, among
others, a specific budget and dedicated staff. The HR department includes a three-member
assessor team which obtained a license to carry out sessions as part of certification training.
The team is sometimes supported by external assessors, in order to to increase the objectivism
of the DC assessment. Internal assessors assume that the presence of at least one external
assessor raises the rank of the entire process and motivates the participants. They base this
conviction on the results of DC process evaluation, carried out after completing each assessment
process. Evaluation consists of an interview carried out with the participants and verifies how
the entire process contributes to achieving DC objectives. The purpose of this evaluation is to
verify, among others, the level of understanding of the criteria used to assess the participants,
the understanding of instructions provided by the assessors during sessions or the form of
feedback provided by the external assessor. Conclusions from this evaluation are then used to
make improvements in future processes.

After three DC assessment processes, the HR department has developed its own
methodology. Individual stages of this process are listed below:

1) Defining the objective and key competences

Preparing for a DC session, the team of assessors analyses the tasks which are handled day-
to-day by the participants — particularly any innovation implemented in the company in the last
year. The team takes into account the strategic objectives of the organisation and selects
competences to match the tasks performed and the culture of the organisation. Three years ago,
the most important competences were: being goal-oriented, motivating to action, interpersonal
communication, problem-solving and decision-making skills. Successive processes brought
changes to this area, and current DC areas focus on diagnosing other competences which stem
from current needs.

2) Developing behavioural indicators

For the purposes of each DC process, the HR team selects a group of competences and
assigns behavioural indicators to them. Throughout the years, the team of assessors has
developed the definitions of competences and examples of behavioural indicators. Furthermore,
whenever needed, new definitions and indicators are created efficiently, in correlation with

those which are already applied.
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3) Verifying the level of competence acquisition

Even if a decision is made not to change any of the past competences and to assess the same
competences as during the last DC process, the level of acquisition of these competences should
be analysed, and the adequacy of behavioural indicators should be considered (whether it will
be possible for them to appear with a given set of tasks).

Creating behavioural indicators, assessors describe each competence in the form of
behaviours at levels from 1 to 5, where level 3 means that the employee has fulfilled all
requirements attributed to a specific competence. Level 4 is reserved for those who stand out
for the behaviours described, whereas level 5 can be set as the target to pursue in perfecting

one’s skills. The determination of competence levels is presented in Table 1.

Table 1.
Designation of competence levels
Level 1 The competence has not been acquired. No behaviours indicating the acquisition of a competence
or its applications in activities performed.
Level 2 The competence has been acquired at a basic level. It is applied in an irregular manner. Active
supervision and supervision of more experienced personnel is required.
Level 3 The competence has been acquired at a satisfactory level, which means that it can be practically
used in the performance of one’s professional tasks.
The competence has been acquired at a proficient level, which means that one is highly skilled in
Level 4 . . . . . .
specific tasks and is capable of sharing their experiences with others.
The competence has been acquired at a fluent level, which means that it can be used creatively,
Level 5 . . . L .
including to broaden knowledge and develop skills and standpoints in a specific area.

Source: own study.

4) Developing competence profiles

Managers are usually expected to acquire competences at level 3 or 4. Adopting the five-
level scale, this means that a competence should be acquired at a satisfactory level, by which it
should be independently and practically used in the performance of one’s professional tasks,
or at a proficient level, by which it should be used to complete tasks from a specific area,
allowing the employee to share their experiences with others. Figure 1 presents a competence
profile, in which the levels of individual competences are graphically illustrated, considering
their acquisition levels in a management position. Five competences were taken into account,
as assessed during the last DC session:

— Being goal-oriented (consistent in action, committed, optimised in the selection of
resources) — acquisition level 4.

— Personal effectiveness (self-control, self-confidence, a sense of agency, positive
attitude, building one’s own reliability, resilience to stress) — acquisition level 3.

— Interpersonal communication (passing information, exerting impact, actively listening
and socialising) — acquisition level 4.

— Problem solving and decision making (openness to new solutions, broad horizons,
courage, the will to take responsibility, initiative, acting fast and efficiently) —
acquisition level 3.

— Team work (cooperation, delegating tasks, resolving conflicts, spotting human
potential, motivating others) — acquisition level 4.
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Depending on the DC objective, the assessors select the competences and behavioural
indicators to be assessed. The competences and indicators described above have been developed
for the purposes of the last DC process in the organisation and were selected basing on the
organisation’s current needs.

goal oriented

5
4
3
team work 2 personal
1 effectiveness
problem solving lnterper.songl
communication

Figure 1. Competence profile. Source: own study.

5) Developing assessment sheets

Assessment sheets are (developed) templates used to record changes in competences and
behavioural indicators. The sheets themselves may slightly change. After three DCs,
the assessors proposed changes to help them take notes during individual sessions.

6) Preparing all assessors

Before each session, all assessors meet to approve the competences, their decisions and
behavioural indicators. A preliminary schedule of the session is presented and then discussed
in detail. In general, various tools are used in the DC process, including: behavioural
stimulations, group and individual exercises, oral and written tasks, behavioural interviews,
as well as psychometric methods, aptitude tests or professional personality questionnaires.
To ensure a more comprehensive measurement of skills and to increase the objectivity of
assessment, the assessors select diverse research methods. Due to the fact that tasks which
reflect the real problems of the organisation which are handled by the managers on a daily basis
are preferred, a principle was adopted that any tasks prepared for the purposes of the DC will
thematically match the industry in which the company operates. Internal assessors provide
substantial assistance in constructing these tasks. During the meeting, the assessors also discuss
the method of grading behaviour assessments, and each assessor learns the assessment scale.

As a result, the assessors create a scenario for the session, and all comments pertaining to

the indicators or the scale are updated and included in observation sheets.
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7) Preparing the session
This stage includes all activities aimed at: preparing tasks and gathering the necessary props,
selecting the location and the date, checking if assessors are available and notifying the
participants of a planned session.
8) Development Centre session
The session itself is only a fragment of the entire assessment process. During a session,
supervised by assessors, participants carry out a series of tasks and exercises. The success or
failure of a session will be determined by its preparation. A well-prepared session is always
preceded by a series of preparatory measures aiming at minimising subjectivity and bias.
Attention should be paid to:
— applying diverse research tools, e.g. conversation simulations, group tasks, case studies,
tests, presentation tasks,
— adopting various assessment criteria and describe competences through specific
behaviours and behavioural indicators,
— ensuring that the multiplicity of assessments provides exhaustive evidence so that each
competence can be observed and assessed in several forms, adequate to the task at hand.
— optimising the number of observers who can switch to ensure that different people are
assessed by different assessors.
A principle was adopted that no more than two session participants can be assessed by
a single assessor.
9) Consolidating the results
Immediately after a DC session is over, the assessors meet to discuss its course and carry
out preliminary assessments of the participants’ competences.
10) Drawing up reports
The assessors draw up individual quantitative and qualitative reports.
11) Giving feedback to the participants
According to a principle adopted in the company, feedback is given to the participants
within 14 days following the DC session. This is to improve communication between the parties
and enable references to specific examples which are fresh in the memory of the participant and
the assessor. The external assessor is responsible for discussing the participant’s individual
results, focusing on their strong points and areas which require improvement. Feedback is given
in the presence of the assessor/external assessors.
12) Preparing a development plan
A competence development plan including the recommended trainings and possible
personal coaching sessions is prepared on the basis of DC results.
Designing custom development programmes based on the DC indicates that the company
builds its image as an organisation which cares for its human resources. Most importantly,
the management recognises these endeavours, understands their purpose and eagerly

participates in all activities.
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5. Conclusions

Personnel competence assessment is an important process in so-called knowledge
organisations. Conducted in a constructive manner, based on a professional methodology,
the process can be highly motivating, as it both distinguishes the key employees and provides
grounds for future development by signalling certain shortcomings.

Therefore, the selection of the competence assessment method is very important.
As indicated in the article, the DC is a very helpful and useful tool in this area. On the one hand,
it allows for objective verification, and on the other, it determines the plan for further
development.

The DC process is highly effective only if it has been carried out in accordance with the
applicable principles of reliability and objectivity. The very fact that the organisation invests in
modern methods of competence verification builds a positive image of the company as
a stable employer investing in the staff, which makes it more credible inside and outside the
organisation.

References

1. Armstrong, M. (2000). Zarzgdzanie zasobami ludzkimi. Krakow: Oficyna Ekonomiczna.

2. Baczynska, A.K., and Wekselberg, V. (2009). Trudna sztuka assesmentu. Raport
z wynikoéw badania Instytutu Rozwoju Biznesu. Personel i Zarzqdzanie.

3. Brink, K.E., Lance, C.E., Bellenger, B.L., Morrison, A., Scharlau, E., & Crenshaw, J.L.
(2008, April). Discriminant validity of a “next generation” assessment center. Paper
presented at the 23rd annual meeting of the Society for Industrial and Organizational
Psychology. San Francisco, CA.

4. Ekuma, J.K. (2012). The Importance of Predictive and Face Validity in Employee Selection
and Ways of Maximizing Them: An Assessment of Three Selection Methods. International
Journal of Business and Management, 22.

5. Filipowicz, G. (2016). Zarzgdzanie kompetencjami. Perspektywa firmowa i osobista.
Warszawa: Oficyna a Wolter Kluwer business.

6. Gajdzik, B. (2015). Teoria i praktyka zarzqdzania zasobami ludzkimi we wspotczesnym
przedsiebiorstwie produkcyjnym. Gliwice: Wydawnictwo Politechniki Slaskiej.

7. Gibbons, A.M., & Rupp, D.E. (2004, April). Developmental assessment centers as training
tools for the aging workforce. Paper presented at the 19th Annual Meeting of the Society
for Industrial and Organizational Psychology, Chicago, IL.

8. Grzebyk, M., Pierscieniak, A., and Filipiak P. (2014). Gospodarowanie kapitatem ludzkim
w organizacji... W kierunku poprawy efektywnosci pracy. Rzeszow: Wydawnictwo
Uniwersytetu Rzeszowskiego.



92

A. Kochmanska, J. Tokar

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.
23.

The Guidelines and Ethical Considerations for Assessment Center Operations,
http://www.assessmentcenters.org/articles, 2014).

Jabtoniski, M. (2015). Kompetencje a role wspdlczesnego menedzera. In 1. Bednarska-
Wnuk, J.M. Michalak, and I. Swiatek-Barylska (Eds.), Zachowania organizacyjne.
Organizacja jako przestrzen ksztattowania zachowan pracownikow. £.6dz: Wydawnictwo
Uniwersytetu £.odzkiego.

Joiner D.A. (2004) Assessment center trends: Assessment center issues and resulting trends.
Paper presented at the 28th annual meeting of IPMAAC/DC, Seattle, Washington.
Juchnowicz, M. (2007). Rozw6j kompetencji jako kluczowy czynnik elastycznosci kapitatu
ludzkiego. In M. Juchnowicz (Ed.), Elastyczne zarzgdzanie kapitatem ludzkim
w organizacji wiedzy. Warszawa: Difin.

Lievens F., and Sackett, P.R. (2007). Situational Judgment Tests in High-Stakes Setting:
Issues and Strategies with Generating Alternate Forms. Journal of Applied Psychology,
92(4).

Lipinska-Grobelny, A. (2005). Osrodek oceny (Assessment Center). Zarzqdzanie Zasobami
Ludzkimi, 3-4.

Ludwiczynski, A. (2006). Alokacja zasobdéw ludzkich organizacji. In H. Krol, and
A. Ludwiczynski (Eds.), Zarzqdzanie Zasobami Ludzkimi. Tworzenie kapitatu ludzkiego
organizacji (p. 213). Warszawa: PWN.

Nikodembska, S. (2018). Assessment Development Center. Projektowanie procesu
i narzedzi oceny. Warszawa: Infor.

Rakowska, A. (2007). Kompetencje menedzerskie kadry kierowniczej we wspolczesnych
organizacjach. Lublin: Wydawnictwo Uniwersytetu Marii Curie-Sktodowskie;.

Stelmach, W., and Romanski, R. (2007). Dekalog +1 poprawnego kierowania. Podrecznik
dla osob niezbyt lubigcych stereotypy. Warszawa: Wydawnictwo Placet.

Thornton, G.C. III, and Gibbons, A.M. (2009). Validity of assessment centers for personnel
selection. Human Resource Management Review, 19. http://igup.urfu.ru/docs/ Bank%?20
English Transleted%20Articles/English/HR%20Management/Validity%200f%20assessm
ent%20centers%20for%?20personnel%20selection.pdf.

Thornton, G.C. III, Murphy, K.R., Everest, T.M., and Hoffman, C.C. (2000). Higher cost,
lower validity and higher utility: Comparing the utilities of two tests that differ in validity,
costs, and selectivity. International Journal of Selection and Assessment, 8.
Wieczorek-Szymanska, A. (2013). Metody pomiaru kompetencji pracownikow
w organizacji. Studia i Prace Wydziatu Nauk Ekonomicznych i Zarzqdzania.
Winczo-Gasik, M. (2012). AC/DC w praktyce organizacyjnej polskich firm. Personel plus.
Wirza, A., Melchers, K.G., Lievens, F., De Cortec, W., Kleinmann, M. (2013). Trade-Offs
Between Assessor Team Size and Assessor Expertise in Affecting Rating, accuracy in
Assessment Centers. Journal of Work and Organizational Psychology 29, 1.



