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Delivering on Integrated Talent and Workforce Management

Introduction
Companies have traditionally invested both time and money into attracting new talent to their 

organizations, but have often been less successful at retaining valuable employees. Over the past 

20 years, organizations have begun to invest in the idea of Human Capital Management (HCM). 

One part of HCM is talent management, which focuses on filling vacant or new positions with 

savvy people, and on developing the potential and skills of existing employees. Software tools 

are critical to effective talent management. Since Enterprise Resource Planning (ERP) systems 

are already being used to manage corporate resources, they are an ideal platform for managing 

human resources. This white paper, explains the process of defining and using competency 

models to jumpstart talent management initiatives as part of an HCM strategy, and how software 

tools can automate these processes.

Building a competency framework
As Human Resources (HR) has evolved over the last 30 years, there has been an increasing 

emphasis on managing people. The competency framework provides a structured approach 

to understanding the skills and behaviors (the competencies) that define organizational roles. 

Moreover, creating competencies is a prerequisite for managing talent within the organization, 

as well as for finding new talent as part of the recruiting process. As part of this process, it is wise 

to separate business processes, such as resource scheduling or time management, from activities 

that are directly related to talent management, such as performance management or career 

planning (Table 1). 

Table 1: Comparison of talent and workforce management tasks

Talent Management Workforce Management

Performance Management Time and Attendance

Goal Management Absence Management

Career Planning Workforce Scheduling

Competency Management

Organization Charting

Succession Planning

Source: Epicor Software Corporation

Even though most HR professionals acknowledge the importance of developing a competency 

framework, many struggle to complete talent management initiatives, or even get one started. 

This happens because defining competencies requires both time and a deep understanding 

of the organization. Sometimes a lack of management support impedes progress. Building a 

competency framework may seem like a daunting task, but it is an essential part of any talent 

management initiative.
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To get a talent initiative such as defining competencies started, organizations may need to 

supplement their efforts by investing in a competency library. It is basically a catalog of the skills 

and education required for specific jobs. From the organization’s perspective, the process of 

building a competency framework is not a one-time exercise, but rather an ongoing process of 

refining the initial competency set or adding new competencies as business needs change. 

It is important to have one framework that is used across all the talent management initiatives 

in the organization. Building a competency framework requires a commitment at all levels in the 

organization, and often a change in corporate culture, to fully implement talent management. 

Employees need to understand what is expected of them when a competency framework is 

implemented: what behaviors are going to get rewarded, what happens when they receive 

additional training or certification, and what is required of them to move into different positions. 

A competency framework also provides supervisors with a set of proficiencies with which 

to measure employee performance and progress. This can give both the employee and the 

supervisor increased confidence in the performance appraisal process.

Integrating HR processes with competencies
Start defining competencies by examining the four main process areas that comprise the 

competency model (Figure 1), with the goal of building one set of competencies that can be used 

by all process areas. For each area, consider starting the competency definition with some 

basic questions:

XX Recruiting—What skills are required when an existing position opens or a new position  

is added?

XX Performance management—How are skills and abilities weighted when an individual’s 

performance is measured against the defined competencies for a particular position?

XX Training and development—For both new hires and existing staff, what kind of 

training or coursework would supplement their existing competencies? 

XX Succession planning—What kind of competencies does an employee need to move to 

the next level in the organization? Companies often find it difficult to engage in formal 

succession planning, but many attempt it informally. Often succession planning depends 

on whether a company has mature HR processes in place
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Figure 1: Integrating HR processes with the competency model

Source: Epicor Software Corporation

Selecting a competency model
Most organizations use one of the four variations of the competency model (Figure 2). Selecting 

a model depends on factors such as company size, organizational structure, and even industry 

segment. One competency model may fit an entire organization, but companies with complex 

organizational structures or autonomous divisions may find it useful to apply a different model to 

each area.

Figure 2: Competency model variations

Source: Epicor Software Corporation
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Each competency model presents a different perspective of the organization’s structure  

and purpose:

XX Organization-wide model—Implementing this model requires identifying skills and 

behaviors that are common to all employees, regardless of their position or level within 

the organization. Many companies express these competencies in the form of 

“core values.”

XX Function-based model—This model identifies the competencies for every business 

function within the organization. It is sometimes applied to a single line of business or 

decision path.

XX Role-based model—This model concentrates on identifying the competencies that are 

unique to specific roles or levels in the company. It tends to be a popular model because 

the granularity of analysis can be adjusted to suit the culture of the organization.

XX Job-based model—For many companies, this model is closest to the way many people 

think about their work: it is focused on specific jobs within the organization. A sales 

representative’s job, for example, has specific competencies that are well-known and easy 

to enumerate.

When selecting a competency model, consider not only what the organization needs today, 

but also what it will require with growth or diversity. Adopting a more strategic view of the 

organization may help to determine which competency model will work now and in the future.

Elements of a competency model
The process for constructing a competency model starts with defining four characteristics for 

each job, role, or function: abilities (or behaviors), certifications, education, and skills. Then, for 

each new job, role, or function, reuse the competencies that are already defined, if applicable, or 

create new competencies as needed. 

It may be useful to begin with certifications and education, as these are easy to define and 

may be common to many jobs or roles; skills and abilities are often more specific to particular 

positions. Or start with the discrete capabilities that define a role or job and then group them 

together into categories such as job knowledge or decision making. Then aggregate these groups 

to form the competency model (Figure 3).

Figure 3: Components of the competency model

Source: Epicor Software Corporation
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A job-based competency model for accountants is illustrated in Figure 4. The competency 

groups include job knowledge, productivity, skills, certifications, and education. The discrete 

capabilities for each competency group are listed across the bottom of the model. It is important 

to distinguish between qualifications that are required and those that are desirable or optional 

for the job. Often recruiting software will rule out candidates who don’t meet the required 

education or certification, which may incorrectly limit the number of applicants that are found for 

a particular position. The best practice is to start with a wider search and refine it if there are too 

many candidates.

Figure 4: Sample competency model for accountants

Source: Epicor Software Corporation

An example of a role-based model for an executive is shown in Figure 5. The competency groups 

include strategic leadership, decision making, staff development, and education. The main 

difference between these two models is that in the executive model, some of the capabilities 

under decision making or education may apply to other roles in the organization and can be 

reused with little or no modification.

Figure 5: Sample competency model for executives

Source: Epicor Software Corporation
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Getting started
To begin the process of building a competency model, start with a group of people in your 

organization who have similar roles. For example, salespeople share a number of competencies 

that are usually understood by everyone in the organization. The HR department is another good 

group to consider for a pilot project. The important thing is to get started.

In considering any group or community in the organization, view positions from the standpoint of 

a recruiter:

XX What abilities would a recruiter look for if the positions were vacant today?

XX What are the similarities between positions in the group under consideration?

XX What are the unique qualities?

This inquiry should result in sets of competencies that apply to the roles in the group, but may 

also work for other ones in the organization. For example, capabilities such as job knowledge or 

decision making may apply to many roles in the organization.

Enabling talent management business processes
Another important part of this process is to understand how the competencies will be used in the 

talent management business processes that were discussed earlier. Some of the questions that 

might be asked in the four process areas include:

XX Recruiting—How will these competencies be used to improve the search for  

new talent?

XX Performance appraisals—How will these competencies be used in the performance 

appraisal process?

XX Training and development—What kind training or coursework can an individual attend 

that will help him or her acquire necessary competencies? 

XX Succession planning—How does an individual’s performance match the competencies 

that were defined for their role?

Once it is understood how these competencies will be used in the talent management process, 

communicate this knowledge to front-line managers, since these competencies are the basis for 

future recruiting, performance appraisal, training, and career planning. Using a spreadsheet to 

organize groups and capabilities, you can begin to build an inventory of competencies similar 

to the role-based matrix shown in Table 2. The same format can be used for all the competency 

models. The collected data also can be reused as talent management initiatives are refined over 

time. Further, the matrix can populate HCM software if such a system is used to manage this 

process in the future.
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Table 2: Sample competency matrix

Competency 
Group

Capability (Behavior)
Competency Model

Exec Mgr Admin

Job Knowledge

Acquires and understands 
relevant job information

Displays appropriate skills

Applies technical skills

Ability to identify and learn new 
information

Organizational
Skills

Establishes priorities; plans work 
accordingly

 

Delegates appropriately, allocates 
resources as needed

   

Organizes work to meet 
deadlines and commitments

   

Begins meetings and work on 
time

   

Communication
Skills

Able to communicate ideas and 
concepts clearly

Able to express ideas clearly both 
verbally and written

Handles email appropriately 
(subject, distribution lists)

Listens effectively

Shares information appropriately 
across the organization

Teamwork

Displays positive attitude    

Cooperates and displays an 
ability to get along well with 
others

   

Inspires others to cooperate    

Works respectfully with other 
departments and across groups

   

Quality

Work is thorough and accurate    

Work is performed to standards    

Work needs redoing?    

Strategic 
Leadership

Ability to anticipate future 
business needs and trends

Can create competitive strategies 
and plans

Thinks broadly when analyzing 
an issue or presented with a 
challenge
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Competency 
Group

Capability (Behavior)
Competency Model

Exec Mgr Admin

Leadership Skills

Directs individuals/groups to 
accomplish desired results

 

Able to inspire and influence 
others

   

Coaches others when 
appropriate

   

Decision 
Making

Displays the ability to make 
timely decisions

Delegates decision-making 
authority when appropriate

Innovation/
Problem Solving

Thinks “out of the box” while 
inspiring other to, as well

Displays the ability to analyze 
problems, create solutions and 
solves problems quickly

Development  
of Staff

Builds successful teams

Develops subordinates improving 
their skills and capabilities

Complete performance 
appraisals in a timely manner

Non-Exempt 
Initiative

Individual shows interest and 
willingness to learn new things

Completes tasks without being 
asked to do so

Anticipates problems

Requires little supervision

Seeks additional assignments 
when other tasks are completed

Productivity

Completes an acceptable 
amount of work

Works efficiently with minimal 
waste

Recommends areas where 
productivity can be improved

Specialty 
Adaptability

Ability to be flexible when 
changes occur

Is willing and able to bring about 
change when needed

Adjusts easily to changing work 
demands and changing priorities
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Competency 
Group

Capability (Behavior)
Competency Model

Exec Mgr Admin

Customer 
Satisfaction

Understands customer needs 
and is dedicated to meeting their 
expectations and requirements

Ability to prioritize customer 
issues and drive to quick 
resolution

Technical 
Knowledge

Individual is competent in job 
skills

Shares technical knowledge with 
others

Understands the organization’s 
resources and capabilities

Stays apprised of new 
developments and trends

Uses technology to improve 
business processes

Safety 
Management

Wears proper safety gear when 
needed

Adheres to safety guidelines

Maintains a clean work area

Considers the safety of self and 
others while working

Accountability

Individual is trustworthy with 
deep integrity

Makes commitments and strives 
to achieve them    

Source: Epicor Software Corporation

Automating talent management processes
Obviously, a commitment to a talent management strategy requires collecting and then managing 

large amounts of data—a challenging task without the use of software tools. The right HCM 

solution must be capable of incorporating several key features to ensure that the data is useful to 

the organization:

XX The software tools must be easy to use, so that both employees and managers are able to 

operate them without extensive training.

XX The system should implement a central set of competencies for all talent management 

business processes.

XX Employees should be able to edit and maintain their own profiles in the system.

XX Managers should be able to view employee information at all times, but especially during 

the performance review cycle.

XX The system should provide relevant HR data to support managerial decision making.
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Mapping the tool’s capabilities to the four process areas demonstrates its effectiveness in helping 

to manage them:

XX Recruiting—A self-service capability in the tool for job candidates allows them to create 

and populate their own profiles. This can be done at the time of application, so that the 

candidate is responsible for entering their skills and abilities, rather than making it the 

Recruiter’s job.

XX Performance management—The system can make performance appraisal documents 

available to employees and managers on an ongoing basis to facilitate their discussions 

during the review cycle. Monitoring goals and providing alerts and notifications are tasks 

that the system can easily handle.

XX Training and development—The system can provide both employees and managers 

with self-service access to pertinent information to support career development and 

competency enrichment.

XX Succession planning—A software tool can make it easier for both employee  

and manager to understand where an individual stands on the path to advancement by 

providing information about accomplishments and contributions to the organization. At 

the same time, the system can supply managers with information to determine which 

individuals should be retained and how they can grow in the organization.

Communicating your talent management strategy
Think of your talent management strategy as your brand, and communicate it to the organization 

to ensure that all levels are following it. Many HR professionals make the mistake of assuming 

that managers understand the connection between competency data and HR processes. It 

may be useful to begin a discussion by drawing a diagram of the data flow through the talent 

management system. Communicating the talent management brand includes these actions:

XX Make sure that position-based competencies don’t look too much like job descriptions. 

Focus instead on the behaviors that are required for an individual to be successful and 

then add the education, certifications, and skills.

XX Be prepared to explain how competencies affect recruiting, performance, training, and 

career growth, but most importantly, how they are critical to the success of 

the organization.

XX Understand that if your organization operates internationally, you may need to 

communicate competencies in a different way or change them according to region or 

country to account for cultural differences.

In the end, your talent management strategies should be reflected in your employment brand; 

they define your culture.

Three specific tools are effective in communicating and disseminating timely information 

within the organization, and in increasing employee and managerial involvement in the talent 

management process: the employee self-service portal or home page, the manager’s self-service 

portal, and the HR Portal.
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Employee self-service portal
The employee home page is one of the best communication tools available to an organization 

because employees can make their accomplishments visible to other people in the organization, 

in much the same way as a profile on LinkedIn works. At the same time, it can disseminate 

information to employees, such as notices about performance appraisals or training. Some of the 

features of an employee self-service portal include:

XX A home page for each employee that can be configured with the employee’s profile 

to include accomplishments, education, certifications, and skills, and is visible to other 

people in the organization, including the individual’s manager

XX Access to corporate resources, such as online training, internal and external courses, 

corporate policy, and organization charts

XX Access to performance appraisal documents, from the start of the review cycle

XX Ability to keep record of significant employee contributions, known as “journaling,” 

rewards, certifications, and newly acquired skills

XX Visibility and update capability for employee goals that are linked directly to the 

organization’s strategic objectives

Manager self-service portal
The manager’s self-service portal has many of the same features as the employee portal; however, 

it provides additional resources for the management of direct reports. These features include:

XX A home page that can be configured with the manager’s profile

XX Increased visibility into the profiles of direct reports, including the ability to update 

“private” documents such as performance appraisals and approve education, 

certifications, and skills as they are added

XX Access to the employee’s training history, resume, and other pertinent  

HR documents

XX Visibility into employee goals and the ability to update and approve changes

HR Portal
The HR Portal presents new opportunities for employees to access corporate and human 

resources information in a self-service environment, but also provides HR with a way to 

communicate with the larger organization and management. Some of the features of an HR 

Portal include:

XX An HR dashboard or scorecard for presenting metrics that can be made more meaningful 

through customization for the organization or a specific department or division

XX A way to present real-time information that is useful or relevant to front-line managers  

or executives

XX The collection and presentation of information that enables better decision making
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Summary
Understanding the value of integrated talent management combined with informed decision 

making is critical to the success of any organization in today’s business climate. The use of 

software tools makes it possible for organizations of any size to manage the talent in their 

organizations and attract and retain people who contribute to corporate growth and prosperity. 

Epicor HCM offers a complete HR information management solution, including the resources to 

implement a successful talent management strategy.

Epicor HCM has the functionality to automate a wide range of HR processes (Figure 6), even in 

organizations with highly dispersed locations or workforces, including:

XX Core HR processes such as employment management, absence tracking, and 

benefits administration

XX Recruiting, including candidate self-service and onboarding

XX Talent management, including performance and goal management, training and 

development, organization charting, and salary administration

XX Employee and manger self-service portals

XX Standard and customized reporting and analytics, including notifications and alerts

These features can be delivered in an on-premises software system or through a 

cloud-based model.

Figure 6: Epicor HCM

Source: Copyright © 2016 Epicor Software Corporation

Human Capital
Management

Candidate Connect

Employee Connect

• Candidate self service
• Search and apply online for open positions
• Create and maintain job history and skills profile
• Attach resume
• Complete interview questions

HCM Link

• Export data using templates
 • On demand or scheduled

• Review and audit exported information
• Interface with other systems, such as payroll,

benefits carriers, and job boards
• Eliminate duplicate entry

Timesheets

• Track hours worked
• Integrated to absence tracking

• Submit and approve hours online
• Manage overtime rules, department, and project allocations

Core HR

• Global employee records
• Absence tracking
• Benefits administration
• Recruitment management
• Salary admin and planning
• Competency administration
• Reporting and analysis
• Configuration tools

Performance Management
• Goal Management
• Configurable appraisal documents
• 360 Reviews
• Employee self appraisal

• View and request time off
• View and manage benefit enrollment
• Access and  sign company documents

• Maintain competency profile
• View and update personal information

• Enroll in training courses
• Manage goals

• Mobile enabled

Training and Development
• Manage courses, sessions, costs, enrollment, and completion
• Integrated to goals to encourage completion
• Comprehensive training history

Position Control and Budgeting
• Manage headcount and FTEs
• Track employees working in multiple positions
• Manage funding sources 

Manager Portal

• Access profiles of direct reports
• View, update, and approve employee appraisals and goals

• Approve education and certifications 

12



About Epicor
Epicor Software Corporation drives business growth. We provide flexible, industry-specific software that is designed around the needs 

of our manufacturing, distribution, retail, and service industry customers. More than 40 years of experience with our customers’ 

unique business processes and operational requirements is built into every solution—in the cloud, hosted, or on premises. With a 

deep understanding of your industry, Epicor solutions spur growth while managing complexity. The result is powerful solutions that 

free your resources so you can grow your business. For more information, connect with Epicor or visit www.epicor.com.

Corporate Office
804 Las Cimas Parkway
Austin, TX 78746
USA
Toll Free:  +1.888.448.2636
Direct:  +1.512.328.2300
Fax:  +1.512.278.5590

Europe, Middle East and Africa
No. 1 The Arena
Downshire Way
Bracknell, Berkshire RG12 1PU
United Kingdom
Phone:  +44.1344.468468
Fax:  +44.1344.468010

Asia
238A Thomson Road #23-06
Novena Square Tower A
Singapore 307684
Singapore
Phone: +65.6333.8121
Fax: +65.6333.8131

Australia and New Zealand
Suite 2 Level 8, 
100 Pacific Highway
North Sydney, NSW 2060
Australia
Phone: +61.2.9927.6200
Fax: +61.2.9927.6298

Latin America and Caribbean
Blvd. Antonio L. Rodriguez #1882 Int. 104
Plaza Central, Col. Santa Maria
Monterrey, Nuevo Leon, CP 64650
Mexico
Phone:  +52.81.1551.7100
Fax:  +52.81.1551.7117

Contact us for more information on Epicor Products and Services

This document is for informational purposes only and is subject to change without notice. This document and its contents, including the viewpoints, dates and functional 
content expressed herein are believed to be accurate as of its date of publication, October 2016. However, Epicor Software Corporation makes no guarantee, representations 
or warranties with regard to the enclosed information and specifically disclaims any applicable implied warranties, such as for fitness for a particular purpose, merchantability, 
satisfactory quality, and reasonable skill and care. As each user of Epicor software is likely to be unique in their requirements in the use of such software and their business 
processes, users of this document are always advised to discuss the content of this document with their Epicor account manager. All information contained herein is subject to 
change without notice and changes to this document since printing and other important information about the software product are made or published in release notes, and you 
are urged to obtain the current release notes for the software product. We welcome user comments and reserve the right to revise this publication and/or make improvements 
or changes to the products or programs described in this publication at any time, without notice. The usage of any Epicor Software shall be pursuant to an Epicor end user license 
agreement and the performance of any consulting services by Epicor personnel shall be pursuant to the standard services terms and conditions of Epicor Software Corporation. 
Epicor, and the Epicor logo are trademarks of Epicor Software Corporation, registered in the United States and certain other countries. All other trademarks mentioned are the 
property of their respective owners. Copyright © 2016 Epicor Software Corporation. All rights reserved.

 +1.800.999.6995     info@epicor.com     www.epicor.com

Delivering on Integrated Talent and Workforce Management

http://www.epicor.com/company/connect-with-epicor.aspx
http://www.epicor.com

