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The central conclusion

A competency framework succeeds when people use it to make better
workforce decisions. The rollout must therefore be designed as an
operating change led by line managers, supported by credible evidence
and reinforced by visible stories of practical benefit.

This paper is for It will help them

Permanent secretaries, directors general . .
Set sponsorship, governance and outcome expectations

and SROs
HR, workforce and profession leaders Design a coherent framework and rollout model
Line managers Hold useful evidence-based capability conversations

Change communications and learningteams  Build adoption and convert insight into development
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Executive summary

Government departments do not gain value merely by publishing a competency framework or asking staff
to complete an assessment. Value appears when the framework changes routine decisions: how roles are
defined, how people receive feedback, how development is prioritised, how deployment and succession
are planned, and how leaders see capability risk. A rollout is therefore a change programme, not a content
launch.

The recommended model combines five mutually reinforcing elements:

1. A clear departmental purpose linked to workforce and delivery outcomes.

2. Aframework that is relevant to real roles, proportionate to risk and alighed with recognised government
or professional standards.

3. Line managers who are prepared, given time and held accountable for high-quality conversations.

4. A staged rollout that starts with representative pilots, learns quickly and scales only when the operating
model works.

5. An evidence and storytelling system that publishes credible examples of benefit and makes adoption
socially visible.

The framework should be the common language, not the whole system. It needs supporting role profiles,
evidence guidance, moderation, development pathways, governance, data controls and a regular review
cycle. Technology can make these elements easier to administer and analyse, but it cannot substitute for
trust, managerial judgement or good change leadership.

A concise definition

Competency framework rollout is the managed introduction and embedding of a shared set of technical
and behavioural expectations so that employees, managers and leaders can make consistent, evidence-
based decisions about roles, capability, development and workforce risk.

What success looks like

_

A framework stored on an intranet A common language used in role and development conversations
A one-off self-assessment exercise Arepeatable evidence-based management cycle

Completion rates as the main measure Better decisions, actions and delivery outcomes

HR ownership Business ownership with professional and HR stewardship
Generic communications Role-specific value messages and visible peer examples
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Why competency framework rollouts fail

Most failure modes are not flaws in the competency statements themselves. They arise when the
framework is disconnected from work, introduced without manager capacity, or treated as an
administrative exercise. Departments should address these conditions before asking for broad

participation.

e people experience

Purpose is unclear

Framework is too
complex

Managers are bypassed

Technology leads the
design

Data use is opaque

No development follows

Success is invisible

The trust test

Another HR initiative with no obvious benefit

Long assessments and ambiguous
distinctions

Scores are unchallenged or conversations
feel unsafe

A polished tool reproduces weak process

Employees fear performance or
restructuring consequences

Assessment exposes gaps without practical
support

Teams wait for proof that participation is
worthwhile

State the decisions the data will improve and what will
change for each audience

Use role-relevant subsets, clear proficiency levels and plain
evidence examples

Prepare managers first and make calibration part of normal
management

Design the operating model before configuring workflows

Publish purpose, access, retention and acceptable use rules

Connect results to curated development and job-based
opportunities

Publish specific verified stories from pilots and early
adopters

Before launch, every employee should be able to answer four questions: Why are we doing this? What
evidence is expected? Who can see the result? What action will follow? If the answers are inconsistent or
vague, the department is not ready to scale.

The National Audit Office advises departments to connect workforce planning to strategic objectives,
understand current and future workforce needs, and monitor whether interventions are producing the
intended results.[1] This is a useful discipline for competency programmes: define the decision and
outcome first, then collect the minimum information required.
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Design principles for government

Name the workforce decisions the framework will support such as deployment, succession,

Start with delivery decisions . .
recruitment or development investment.

Map role expectations to relevant government profession frameworks and international

Use recognised standards
gni professional bodies where useful.

Involve representative employees, managers, professions, locations, grades, unions and staff

Design with users
networks.

. . Require stronger evidence where public value, safety, security, expenditure or delivery risk is
Keep evidence proportionate

higher.
Separate development from Make the initial cycle developmental and explain any future links to formal people processes
punishment before they begin.

Check language, accessibility, reasonable adjustments, participation and outcomes by

Make inclusion testable
relevant workforce groups.

Pilot before scaling Use live roles and real conversations to expose ambiguity, workload and data issues.

Close the feedback loop by showing how employee and manager input altered the framework or

Publish what changes
process.

One framework, several uses

A department may use competency information for individual development, team planning, recruitment,
mobility, succession, professional accreditation and assurance. These uses should share definitions but
not automatically share every data item or decision right. A developmental self-assessment, for example,
should not silently become a selection score. Each use case needs an explicit lawful and ethical basis, an
owner, access rules and quality controls.

Align without copying

Government professions already provide useful reference points. The UK Government Project Delivery
Capability Framework, Government Digital and Data Capability Framework and Success Profiles illustrate
different ways to describe roles, skills, behaviours and levels.[2][3][4] Departments should map to
recognised sources while retaining only the content required for their operating context. Alignment
improves portability; indiscriminate duplication creates burden.
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Governance and ownership

The senior responsible owner should be accountable for adoption and organisational value, not simply
publication. HR can steward the method and data, while profession leaders own technical relevance and
line leaders own use in the business. This shared model prevents the framework becoming either a central
HR exercise or a collection of incompatible local schemes.

_ Accountability

Senior responsible owner Purpose, benefits, risk appetite, cross-departmental alignment and removal of barriers
Framework owner Definitions, design integrity, version control, review cycle and guidance

Profession or job family leads Technical standards, role profiles, evidence examples and development pathways
Business unit leaders Local adoption, manager capacity and action on capability risks

Line managers Role alighment, evidence-based conversations, agreed actions and follow-through
Employees Reflection, evidence, feedback and ownership of agreed development actions

HR and learning People process alignment, learning offer, workforce analytics and assurance

Digital, data and security Usability integration access control records retention and reporting

Change and communications Audience insight engagement narrative channels and success stories

Trade unions and staff networks Early challenge, employee perspective, inclusion and trust

Essential governance decisions

o Which workforce populations and role families are in scope, and why.
e Which framework components are mandatory, adaptable or locally owned.
e Who can create, approve, amend and retire competencies and role profiles.

How ratings are moderated and disagreements resolved.

How data may and may not be used, including access, retention and aggregation.
Which outcomes and risks are reviewed by which forum and at what cadence.
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The rollout roadmap

The sequence below is deliberately gated. Progress is based on readiness and evidence, not on a fixed
launch date alone.

__

Mobilise Agree purpose, scope and Case for change governance benefits measures Leaders can explain the purpose and
0 to 6 weeks sponsorship stakeholder map data principles named owners accept accountability

Discover and

st Make the model relevant Role architecture, framework mapping, evidence Representative users can complete

n L i man rjourn mmunications plan nd explain the pr
610 14 weeks and usable guide, manager journey, co unications pla and expla e process
Pilot Test behaviour, process Pilot results, calibrated profiles, stories, issue log, Quality and trust thresholds are met
3 to 6 months and technology revised materials and actions follow assessments
Scale Expand through controlled = Wave plans, manager training, dashboards, Adoption quality is stable across units
6 to 18 months waves communities of practice, help model and inclusion risks are controlled
Embed Make capability Annual refresh, integration with workforce The framework informs decisions
18 months onward management routine processes, benefits review, framework governance without campaign intensity

Recommended gating questions

1. Is the purpose understood consistently by leaders, managers and employees?

2. Can employees identify the right role profile and provide proportionate evidence?

3. Can managers hold the conversation within available time and apply levels consistently?
4. Do the results lead to realistic development or workforce actions?

5. Are privacy, inclusion, employee relations and data quality risks within tolerance?

6. Can support and governance absorb the next wave without degrading quality?
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Adoption and engagement

Adoption is not awareness. A person may recognise the framework yet avoid it, complete it mechanically or
abandon it when no action follows. The aim is confident, repeatable use that people believe is worthwhile.
Engagement activity should therefore combine listening, practical participation, visible response and local
reinforcement.

Tailor the value proposition

Question they ask Credible value message

Clearer expectations, better feedback and development linked to roles and

Employees What is in this for me?
careers
. . . A structured conversation, evidence prompts and a clearer view of team
Line managers How much work is this? .
strengths and risks
Senior leaders Will this improve delivery? Comparable evidence for workforce priorities, deployment and capability risk
. Will standards retain Governed mapping, moderation and visibility of profession-wide development
Profession leaders . .
integrity? needs
HR and learning Can we act on the results? Demand evidence that improves targeting and evaluation of workforce

interventions

Unions and How will people be Transparent use rules, early involvement, accessibility and monitoring for
networks protected? unequal effects

Build an engagement loop

1. Listen: use interviews, pulse checks and manager sessions to understand concerns and language.

2. Co-design: test role profiles, evidence examples and the assessment journey with representative users.
3. Demonstrate: show a complete realistic journey, including what happens after the assessment.

4. Respond: publish decisions and changes made because of feedback.

5. Reinforce: use local leaders, peers, communities and success stories to make useful practice visible.

Communication cadence

Begin with purpose and safeguards before explaining system steps. Provide manager briefings before
employee launch. During each wave, combine leader messages with team discussions, short
demonstrations, office hours and peer examples. After completion, communicate what the data shows at
an appropriate level and what action will follow. Silence after assessment is one of the fastest ways to
damage trust.

Line managers are the adoption engine

Employees experience the framework through their manager. The manager translates a generic standard
into the role, tests evidence, handles disagreement, agrees development and signals whether the exercise
matters. The Civil Service Line Management Standards expect managers to set clear objectives, support
development, communicate change with empathy and review whether change is effective.[5] Competency
rollout should be designed around these responsibilities rather than added as an isolated HR task.

The manager role in each cycle

e __
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e __

Confirm role profile and explain purpose, Create a safe two-way conversation and Agree a small number of prioritised actions
safeguards and evidence expectations distinguish evidence from impression and remove practical barriers

Review workload and arrange adjustments Test examples against level descriptors Use team-level insight for work allocation,
where needed and acknowledge uncertainty coaching and development

Review progress and refresh evidence
rather than repeating the exercise
mechanically

Record rationale, not just a rating, and

lete briefi librati ti
Complete briefing and calibration practice escalate unresolved ambiguity

The minimum manager enablement pack

e A 30-minute senior leader briefing that explains purpose, benefits, safeguards and expectations.

e A concise playbook covering preparation, evidence, conversation structure, disagreement and follow-
up.

Annotated examples showing what different proficiency levels look like in relevant roles.

Practice conversations and calibration using realistic borderline cases.

Ateam planning view that turns results into priorities without exposing unnecessary personal data.
Drop-in clinics, named support routes and a process for correcting framework or role mapping errors.

Protected time and an explicit expectation that quality matters more than rapid completion.

Manage consistency without pretending judgement is objective

Calibration should improve shared interpretation, not force artificial agreement. Use anonymised cases,
compare rationales, record recurring ambiguity and revise guidance where necessary. Monitor unusual
rating patterns, but investigate context before treating variation as manager error. Where competence
relates to high-risk work, use independent evidence or formal assurance in addition to manager judgement.

Assessment evidence and data trust

A useful assessment distinguishes demonstrated capability from confidence, tenure or reputation.
Evidence may include work products, observed practice, outcomes, feedback, qualifications and relevant
experience. The strength of evidence should match the consequence of the decision. A developmental
plan may use lighter evidence than authorisation to manage a high-risk programme.

Evidence guidance

Use recent relevant examples and explain the individual Treating job title, length of service or training attendance as
contribution proof

Requiring excessive documentation for low-consequence

Triangulate material judgements with more than one source .
decisions

Record the rationale and confidence level where judgement is

. Using a precise numeric score that implies false certainty
uncertain

Allow reasonable adjustments and different ways to evidence

capability Equating polished writing or self-promotion with competence

Revisit evidence after development or changed responsibilities ~ Treating a rating as a permanent label
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Publish the data compact

The department should state what is collected, the purpose, lawful basis, access, retention, correction
route, reporting level and prohibited uses. It should also explain whether free text is included in analytics or
artificial intelligence systems. Aggregate reporting should protect individuals and small groups. The people
affected should not have to infer these rules from generic privacy notices.

Use capability data responsibly

Departmental dashboards should show the quality and limits of the data alongside the results. Report
participation, recency, evidence completeness and calibration coverage so leaders can distinguish a
genuine capability pattern from incomplete adoption. Data quality improves when employees see that
corrections are possible and that insight leads to fair, visible action.
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Pilot design and learning

A pilot should test the entire operating model, not only whether the system works. Choose areas that
represent meaningful variation in profession, grade, location, delivery pressure, digital confidence and
workforce profile. Include a supportive leader, but do not use only enthusiasts. A pilot made entirely of
advocates will understate the work required to scale.

A balanced pilot portfolio

Business context Operational, policy, corporate and specialist settings where relevant

Workforce Different grades, employment arrangements, locations and accessibility needs
Management Experienced and newer managers with different spans of control

Framework maturity One area with established standards and one requiring more role clarification

Delivery pressure At least one area where time constraints expose whether the process is genuinely usable

Pilot questions

e Could people find the right profile and understand the language without specialist help?

e How long did preparation, conversation and follow-up take for employees and managers?
e Where did assessors disagree, and what type of guidance reduced the ambiguity?

e Did the process identify useful strengths and gaps that were not already visible?

¢ What development or deployment actions were agreed, funded and completed?

e Did any group experience lower access, confidence, ratings or follow-through?

o Which story best demonstrates practical value and can be verified and shared?

Pilot exit criteria

Set thresholds before the pilot begins. Recommended criteria include high confidence in role matching,
acceptable manager workload, evidence of useful conversations, a correction route that works, no
unresolved high-impact privacy or inclusion risks, and at least several verified examples where insight led
to action. Completion alone is not an exit criterion.
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Publishing success stories to aid adoption

Stories make an abstract programme concrete. They show what participation looks like, reduce uncertainty
and give managers language they can reuse. Their power depends on specificity and credibility. Publish
examples where a capability insight led to an observable action and result, including what was difficult and
what others can copy.

The six-part story pattern

Situation What delivery, workforce or career problem existed?

Insight What did the framework or conversation reveal?

Action What changed in development, work allocation, recruitment or support?
Result What observable difference followed and over what period?

Evidence How was the result verified and what remains uncertain?

Replication What can another team copy and what conditions are required?

Editorial rules for credible stories

e Obtain informed consent for personal attribution and offer team-level or anonymised alternatives.

e Use plain numbers and dates where available, but do not invent precision or imply causation that the
evidence cannot support.

¢ Include the manager and employee perspective when both materially shaped the outcome.

e Show the development or workforce action, not merely that an assessment was completed.

e Include alesson or limitation so the story feels trustworthy rather than promotional.

e Checkthat published examples represent different professions, grades, locations and backgrounds.

e Refresh or retire stories when the framework, process or evidence changes.

A practical publishing rhythm

During pilots, capture candidate stories weekly and verify them at the end of each action cycle. At the start
of every rollout wave, publish one local story and one cross-departmental story. Use short versions in team
briefs, leader messages and community channels, with a fuller case study on the intranet. Quarterly,
publish a balanced benefits update combining stories with adoption, action and outcome measures.
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Measurement and benefits

A good measurement system shows whether people reached the process, used it well, acted on the insight
and improved an outcome. It also shows whether the benefits and burdens are distributed fairly. Each

metric needs a baseline, owner, target, review cadence and decision rule.

Level Example measures Question answered

Reach

Quality

Manager behaviour

Action

Outcome

Equity and trust

Eligible population briefed role matched participation by unit and
group

Evidence completeness, conversation usefulness, calibration
coverage, correction rate

Briefing completion timeliness action follow up employee feedback

Development plans started, stretch work, mentoring, mobility,
recruitment or redesign

Priority gap reduction, deployment speed, retention, assurance
findings or delivery indicators

Participation, rating, action and sentiment differences plus privacy or
grievance issues

Avoid vanity metrics

Did the intended workforce enter the
process?

Was participation meaningful and
consistent?

Did managers create a useful
experience?

Did insight change anything?

Did action improve workforce or delivery
performance?

Were effects fair and trusted?

A 95 percent completion rate may coexist with rushed conversations, unreliable ratings and no
development action. Completion is a useful operational measure, but it should never be reported alone.
Pair it with evidence quality, employee usefulness, manager follow-through and at least one outcome
indicator. The Civil Service People Plan emphasises building capability and using data to support a high-
performing workforce; measurement should reflect those ends rather than administrative activity.[6]

Benefits review questions

e \Which decisions are now better, faster or more consistent because of the framework?

o Which capability risks are more visible, and what action has leadership authorised?

e Where has development demand changed and has supply responded?

e What burden has the programme created for managers and employees?

occurred.
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A twelve-month implementation plan

et e

Approve case for
change, governance
and discovery scope

Appoint SRO and owners; confirm outcomes and scope; map stakeholders; agree data

Months 1to 2 L . -
principles; inventory existing standards and systems

Co-design role profiles and levels; test language; design manager journey; define evidence  Approve pilot design

Months 3to 4 .
and success measures; select pilots and safeguards
. . . . Decide whether to
Prepare managers; configure workflow; run pilots; hold weekly learning reviews; capture .
Months 5to 7 . - L . extend, revise or
candidate stories; monitor inclusion and workload stop
Approve wave one
Revise framework and guidance; validate development pathways; publish pilot findings pp .
Months 8o 9 and stories; prepare support and governance for scale with explicit
s = g thresholds
Launch controlled waves; run calibration and clinics; report action and quality measures; Approve next waves
Months 10to 12 . . : .
address low adoption; review benefits and next-year scope and embedding plan

The first ninety days

—_

. Write a one-page purpose statement naming the decisions and outcomes the framework will support.

2. Create the governance group and give each member a decision right, not merely an advisory title.

3. Interview employees and managers across representative groups before finalising language or workflow.
4. Select a small set of role profiles and test them against real work and evidence.
5

. Agree the data compact and consult relevant privacy, security, employee relations and inclusion
specialists.

D

. Design the manager experience, including time, training, calibration, support and follow-up.

N

. Set pilot measures and story capture arrangements before any assessment begins.
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Digital enablement and the role of Comaea

A digital capability platform can reduce administrative burden and make the operating model visible. It
should help people find the correct role profile, capture evidence, compare perspectives, agree
development, access learning and report capability patterns. It should also preserve governance through
controlled framework versions, permissions and audit trails.

What the platform should enable

Enabling capability

Employees need clarity Role-based views, plain level descriptors, evidence prompts and accessible workflows
Managers need useful conversations Side-by-side perspectives, discussion records, action plans and reminders
Professions need standards Framework mapping controlled content ownership versioning and moderation support
Leaders need risk insight Aggregated dashboards with coverage, recency, confidence and drill-down controls

Learning teams need demand signals Gap-to-development mapping, curated resources and action tracking

Governance needs trust Permissions, retention controls, auditability, export and transparent reporting rules

Comaea can provide this enabling layer while allowing the department to retain ownership of its
framework, role architecture, governance and evidence rules. The implementation principle remains the
same: configure technology around the agreed operating model and test it with managers and employees
before scaling.

A final readiness check

Ready to scale when Pause and correct when

People understand purpose, safeguards and the action that . .
Messages focus on completion dates or tool navigation alone

follows
Managers have time practice examples support and escalation Managers first encounter the framework when employees ask
routes questions

Pilots show useful conversations, credible actions and acceptable . . .
! W usetu v : : : P High completion masks weak evidence or no follow-through

burden
Data access, quality, inclusion and correction controls work in Employees cannot explain who sees their data or how to challenge
practice it

Communications rely on slogans, endorsements or unverified

Verified stories and measures show benefit without overclaiming
anecdotes

Frequently asked questions

How long does a departmental rollout take?

A credible first pilot can usually be mobilised within several months, but departmental embedding often
takes 12 to 24 months. The determining factors are role complexity, manager capacity, workforce scale,
data readiness and the number of connected people processes. Scale should follow evidence of
readiness, not a fixed anniversary.
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Should the first assessment be mandatory?

Mandating participation can improve coverage but may reduce trust if purpose, safeguards or manager
capacity are weak. A department can set a clear expectation while using the first cycle as a developmental
baseline, publishing how the information will and will not be used.

Who should own the competency framework?

Business leadership should own the outcomes. Profession leaders should own technical relevance, HR
should steward method and integration, and a named framework owner should control definitions and
versions. Line managers own use in day-to-day people management.

How often should competence be reviewed?

Review when responsibilities or evidence materially change and at a proportionate regular cadence,
commonly annually with lighter check-ins. High-risk or rapidly changing roles may require more frequent
assurance. Avoid making every employee repeat a full assessment when nothing relevant has changed.

How can managers rate consistently?

Use clear behavioural anchors and evidence examples, practise with realistic cases, moderate material
decisions and analyse recurring disagreement. Consistency means comparable reasoning and evidence,
not identical distributions.

What makes a success story credible?

It names the initial problem, the capability insight, the action, the observable result, the supporting
evidence and what another team can replicate. It has consent, acknowledges limitations and avoids
claiming that the framework alone caused a complex outcome.

How should the department measure adoption?

Measure reach, assessment and conversation quality, manager behaviour, action, outcomes, equity and
trust. Completion is necessary operational information, but it is not sufficient evidence of adoption or
value.

Can competency data be used for workforce assurance?

Yes, when the purpose, evidence threshold, decision rights and safeguards are explicit. For consequential
or high-risk decisions, do not rely on self-assessment or a single manager judgement. Use proportionate
independent evidence and formal assurance.

Conclusion

Rolling out a competency framework across a government department is a practical test of organisational
trust and management capability. The framework becomes valuable only when it helps people understand
expectations, improves the quality of conversations and leads to action on workforce and delivery risks.

The most reliable approach is to define the decisions first, design with the people who will use the
framework, prepare line managers before launch, pilot the complete operating model and publish verified
stories that show benefit in real work. Departments should measure quality, action, outcomes and fairness
alongside participation. When these elements are governed together, the framework can become durable
infrastructure for capability rather than a short-lived campaign.

Key recommendations

1. Treat rollout as business change with an accountable senior owner.
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. Make line manager readiness a formal gate for every rollout wave.

. Publish transparent rules for evidence, data access and use.

. Pilot with representative users and scale only when actions follow insight.

. Build a repeatable success story pipeline with verification and consent.

. Report adoption quality, action, outcomes and equity, not completion alone.

. Keep the framework current through controlled ownership and regular review.
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About Comaea

Comaea helps organisations define, assess, develop and govern workforce competence. Its capability
management approach supports role-based frameworks, evidence-informed conversations, development
pathways and aggregated insight while allowing each organisation to retain control of its standards and
operating model.

For more information visit: www.comaea.com
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