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Competencies of Officers
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Delivering high 
performance in a 
variety of work 
situations and 

adapting quickly to 
the environment



Research Questions

ÅHow do challenging, unsettling situations and career 
advancement contribute to the development of officers' 
skills?

ÅWhat role does labilization play in the acquisition of 
competencies by officers?
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ÅConducting semi-structured interviews in a personal or by 
telephone

ÅDuration: ~ 45-60 minutes

ÅSelection of interviewees according to the expected information 
quality (Yin, 2013)

V Experts for competence-oriented training: 
1 Professor, 1 Colonel, 1 Lieutenant Colonel, 1 civilian 
employee at the Ministry of Defence

V Officers as target group for competence-oriented training:
1  Colonel, 1 Lieutenant Colonel,  1 Commander
1 Major, 1 Captain

ÅEvaluation of data: inductive content analysis (Mayring, 2010)

Explorative, qualitative Study

Methodology ςConducting Interviews

May 2018 Rafaela Kraus, Martin Rost & Tanja Kreitenweis 4

4

6



Interview Design ςWhat did we ask?
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Officers Experts

ÅUnderstanding of competencies

ÅReception of the Competency model of the 
German Armed Forces

ÅSituations of competence development: 
in general, in deployment, recent experiences

ÅCompetence Management of the German 
Armed Forces

ÅCompetence Management 

ÅCompetency model of the German Armed 
Forces

ÅCompetence profile of Officers

Å5ŜǾŜƭƻǇƳŜƴǘ ƻŦ ƻŦŦƛŎŜǊΨǎ ŎƻƳǇŜǘŜƴŎƛŜǎ

ÅSignificance of challenging situations for the 
competence development of officers



What Does Competence Mean?
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Compe-
tencies

Qualifi-
cations

Knowledge 

Å/ƻƳǇŜǘŜƴŎȅ ґ YƴƻǿƭŜŘƎŜ όōŀǎŜŘ ƻƴ ƛƴŦƻǊƳŀǘƛƻƴύ

ÅCompetency = Information (enriched with values, rules and 
norms) linked to emotion and motivation

ÅCompetencies enable action under uncertainty 
Ą they help to compensate a lack of information in new     
situations

ÅMeta-Competency Ą individuals are able to develop their 
own competencies in a self-organized manner

ÅAbility to learn (adaptability)

Å!ǎǎŜǎǎƳŜƴǘ ƻŦ ƻƴŜΩǎ ƻǿƴ ŎƻƳǇŜǘŜƴŎŜ ƭŜǾŜƭ όǎŜƭŦ-
awareness)

Competencies according to Heyse and Erpenbeck (2009)

Norms

Rules

Values



Competence Orientation in the Military Context

Operations-oriented Competence 
Development

International Competency Models
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ÅFocus on intercultural competence

ÅDevelopment of corresponding trainings 
(e. g. Brenneman et al., 2016)

ÅDesign of suitable assessments (e. g.  Moenning 

et al., 2016)

ÅMeasurement of military-cultural 
competence (e. g. Meyer et al., 2015; Stewart, 2012)

ÅDevelopment and evaluation of resilience (e. g. 

Reivich et al., 2011; Griffith und West, 2013)

ÅDevelopment of national competency models 
for special military areas

ÅChina: Competency model for the leadership 
of Chinese cadets (Tian et al., 2009)

ÅUSA: 

ÅReadiness Estimate and Deployability 
Index for nurses to ensure their 
operational readiness (Rivers et al., 2006)

ÅPerformance model for soldiers at the 
start of their military career (Campbell et al., 1990)

ÅGreat Britain: Competence framework for 
military surgical teams (Ramasamy et al., 2010)



What Do Officers Understand by Competence?

Having the skills (personal, social and professional) and motivation to cope independently with 
complex tasks and unforeseen problems.
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α¢ƘŜ ŀōƛƭƛǘȅ ǘƘŀǘ ŀƭƭƻǿǎ ƳŜ ǘƻ ƳŜƴǘŀƭƭȅ ƎǊŀǎǇ 
and evaluate facts that are connected with a 
task and the willingness to put these findings 
ŀǳǘƻƴƻƳƻǳǎƭȅ ƛƴǘƻ ǇǊŀŎǘƛŎŜ ά ό/ƻƳƳŀƴŘŜǊύ

ά!ƴ ƛƴŘƛǾƛŘǳŀƭ ǇƻǎǎŜǎǎŜǎ ǘƘŜ ǾŀǊƛƻǳǎ 
skills necessary for the performance of 

Ƙƛǎ ƻǊ ƘŜǊ ǎǇŜŎƛŀƭ ǘŀǎƪΦέ
(Major)

α{ƻƭǾƛƴƎ ǘŀǎƪǎ ƛƴŘŜǇŜƴŘŜƴǘƭȅ ƛƴ 
complex situations, even if 
ǳƴŦƻǊŜǎŜŜƴ ǇǊƻōƭŜƳǎ ŀǊƛǎŜά 

(Captain)

α/ƻƳǇŜǘŜƴŎƛŜǎ ŀǊŜ ŀ ƳƛȄǘǳǊŜ ƻŦ 
character and social skills, talents and 

ŜȄǇŜǊǘƛǎŜΦά ό/ƻƭƻƴŜƭύ



Development of Skills According to Heyse & Erpenbeck

Oppor-
tunity to
Practice

Labilization

Passing 
on of 
Know-
ledge

May 2018 Rafaela Kraus, Martin Rost & Tanja Kreitenweis 9

Å Personnel development 
measures for knowledge 
transfer

Å Examples: courses and 
trainings

Å Trying out what has been 
learned and integrating it 
into everyday life

Å Example: Job Rotation

Å Mastering new, challenging situations
Å Frequently associated with stress, anxiety and palpitations



Labilization ςPsychological Stress Dimensions in 
Modern Military Operations
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Isolation

Ambiguity

Powerless-
ness

Alienation Dangers

High 
Workload

(Bartone 2006)



Åsdfsdfdsfdsf

Competence Model of the German Armed Forces
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Background Information and Aim of Model

Å5 basic competences, which are operationalized in 
partial competencies

ÅCompetency to Act as focus of training; it is determined 
ōȅ ŀƴ ƛƴŘƛǾƛŘǳŀƭΨǎ ǎǳƳ ƻŦ ŎƻƳǇŜǘŜƴŎƛŜǎ

ÅGoals pursued:

ÅCovering the personnel requirements better and 
exploiting optimally the potentials of all employees

ÅInvolving all stakeholders in a dialogue

ÅSupporting executives, personnel managers and 
managers of training



Å Specific professional 
competencies

Which Competencies Are Particularly Important 
for Officers?
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Å Analyzing and problem 
solving

Å Ability to Organize
Å Pedagogic skills

Å Ability to motivate
Å Strategic Thinking
Å Decisiveness

Å Empathy
Å Caring for others
Å Respect for others
Å Comradry
Å Team Spirit
Å Communication Ability

Å Educate yourself
Å Integrity
Å Strengthof 

character

Å Humanity
Å Decency
Å Flexibility

May 2018



How Do Officers Develop Their Competencies?
Form Perceived Competence Development Focus

Study
Å Mastering complexity

Å Quickly analyze, systematize and prioritize issues
Analytical Thinking

Training

Å Interesting content

Å Good professional basis

Å Valuable exchange with participants

Professional

Knowledge, 

Peer Coaching

Practice

Å Multifaceted learning field for social competence, 

leadership, self-management, analytical thinking, 

project management and competency to act

Project management

On-the-job

Å Early, gradual introduction to increasingly 

demanding management asks

Å Development through real challenges in the areas of 

social, leadership and personal competency

Leadership

Deployment

Å Development of professional and leadership 

competenciesin stressful situations at an 

extreme pace

Professionalcompetencies 

and leadership

in extremis
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ÅCompetency to act 

can hardly be taught

ÅUnrealistic teaching 

situations

ÅLess efficient 

learning than in the 

process of work



How Do Officers Describe their Competency 
Profile?
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Methods Expertise

Social Competency

Leading and Management 
Competency

Time
Advancement in the Hierarchy



"I would see a priority here. I would take social competence and self-competence 
as character competence. 

To put it bluntly, if they're both really good, I can handle the rest by training."



Does Deployment Have an Effect?
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ÅNovel situations, many new 
impressions

ÅPressure, external constraints, no 
Ǉƻǎǎƛōƛƭƛǘȅ ƻŦ άŜǾŀǎƛƻƴέ

ÅPersisting stress (long working 
phases, no relaxation phases)

ÅPersonality development and 
development of self competency 
(motivating oneself)

ÅDevelopment of professional 
competency (routines)

ÅDevelopment of leadership skills 
in extremis (motivating in 
stressful situations)

ÅPositive stress

ÅLarge scope of action (you can 
make a difference)

ÅExperience of personal growth: 
affirmation and reinforcement in 
the leading role

Characteristics Effect Experiencing Deployment

BUT:

ÅDeployment = objective of training and not as the last station of training

ÅA high degree of competencies (decency, character) must already exist beforehand!
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"Nowhere else is so much demanded of you as in 
deployment �t psychically, stress, everything related to it. 

It's like a bricklayer. If you only train a bricklayer 
theoretically, but he never has to pull up a wall, he is 

missing something."


