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Foreword
Aspiration of Misk Foundation

The design of the competency model

Misk Foundation launched the "2030 Leaders Program" that aims to develop and mold a cadre of 1,000+ Saudi
leaders who have high capabilitiesin both the public and private sectors in the Kingdom of Saudi Arabia. In this
context, Misk Foundation reviewed its Leadership Competency Model and undertook relevant updates to: 

Ensure full alignment of the competency model with the "2030 Leaders Program" which will enable Saudi
participants to develop a leadership style appropriate to the volume and nature of the Kingdom's goals
and challenges. The model will be the baseline and signpost for the selection process of the program's
candidates as well as for the set-up of the development journey.

Develop the model further towards a universal yet unique Saudi leadership framework which is true and
valid for all Saudi leaders of the future-regardless their educational background, sector, function,
department or level.

The design process of the competency model was done within a comprehensive process in cooperation with
Egon Zehnder, an international Leadership Advisory firm.

Extensive research and review of Vision 2030, KSA studies, current and past academic publications around
competencies, national and famous corporate competency models (benchmarking) as well as case studies
on corporate transformations build the basis for the next steps.

In a first workshop, the team aligned on the overall goal and fundamental design principles of the model
 Afterwards, the inquiry phase started, including the launch of a national survey on the future competencies,
 enriched by deepening stakeholder interviews.

The survey was sent out to a broad target group (e.g. Misk Academy graduates). Interviews were conducted
with stakeholders mainly at senior executive level in the public and private sector.

Based on the results of the interviews and the survey, a high-level model was created. The high-level model
was sounded with internal and external stakeholders and detailed out based on the feedback and all input
sources.

Researching
Academic research.
Business literature. 
National and international
publications.
Case studies.

Inquiring
National survey with a broader
target group of Saudi nationals.
Stakeholder interviews with
important Saudi leaders.

Sounding 
Feedback and the sounding
of the model with relevant
internal and external stakeholder.s

Finalizing
Finalizing and implementing
the model in the selection
process and design of the
program.
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Theoretical background

What is a competency?
Competencies are understood to be a combination of behaviours, skills, knowledge
and personal attributes that are instrumental in the delivery of certain results or
outcomes. They provide a robust way to measure, compare, and benchmark individuals.
Competencies differ from skills as they are broader; they not only look into the ability to
meet an objective, but also how the person behaves in order to meet the objective.
These are important as they can provide clear, well-defined, consistent, fair and
objective measurements of performance.

Why are competencies important?
Competencies, by definition, are characteristics that differentiate performance
among people. Therefore, if there are any situations where you need to differentiate
people in a working or developing context, competencies will guide you towards who
will be most successful and how to develop them further.

      Competencies will help to

      Define what good executive behaviors look like

      Hold up the mirror to executives

      Make better people decisions

      Develop people according to their needs

The integration of competencies into company processes has had profound effects, for example:

Hiring: Using competency-based assessment for hiring has led to reduction in turnover
(as much as 45%), increase in average performance of up to 25% by those selected for
that role, and reduction in hiring bias (hiring more diverse people). (Competence at Work,
Spencer & Spencer, 1993) 

Assessment: Competency-based assessments can predict executives' performance two
years ahead with 80% accuracy. (Identifying Competencies with Behavioral-Event interviews,
McClelland, 1998)

Development: Using competency-based assessment and feedback enables a high percentage
of people to make behavioral change for improvement-equal for outstanding and average
people; as much as 40% change within the first year, and 60% over a year or more (Identifying
Competencies with Behavioral-Event interviews, McClelland, 1998)
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Introduction to the model
Principles of the design of the model

The new competency model follows certain design principles
agreed beforehand. The model is

     Rooted in the Vision 2030
Ensuring compatibility and relevance for KSA using the same language
     Comparable across different contexts and situations
Due to the diverse landscape of candidates of the leader 2030 program
but also with regard to the overall ambition to tie it to Vision 2030
     Scored along a continuum made up of 5 discrete levels
This means that rather than operating on a yes/no basis, instead a candidate can display
different degrees of competence. This enables a robust, valid and fair measurement in the
selection process that allows one to differentiate high performers, and also allows easy tracking
of developmental progress. It is operationalized by increasingly positive behavioral indicators
(negative behavior as red flags)
     Focuses on prioritizing the most important indicators of effective leadership
We recommend using no more than eight competencies for the sake of applicability,
research has shown that as few as six or seven can distinguish in a given role with 75%
accuracy or more (McClelland 1996, unpublished)
     Organized into high-level guiding themes with underlying supporting competences
To facilitate a quick understanding and make it memorable
     Combining a check-list like approach with a more holistic approach that
combines knowledge, values, skills, behaviours, traits, and attitudes.

Logic & structure of the model

The competency model is structured and designed according to the design principles
mentioned above. Therefore, each competency is detailed out in this manual in the
following structure:
What a leader needs to do-Description
The essence of each competency is described at a high level to capture exactly
what a leader needs to do in order to be successful
How a leader needs to do it-Balancing polarities
Every competency is informed by 2-3 polarities (Le.competing positive behaviours that
need to be balanced; keeping the best of both without losing sight of the other.) These add
an additional depth and complexity to each competency, the polarities describe how the
leader needs to behave with regard to the context they are in
Red flag behaviour
All levels will be described positively; negative behaviors (also regarding the
polarities) will go under here; they clearly influence the ability to demonstrate
a given competency
Behavioural indicators
Specific and detailed descriptions of behaviour being
displayed on every level of each competency

page 04



Two pieces of the same success story-Balancing polarities

What are polarities?

While analysing and interpreting the data from the stakeholder interviews and the
survey, an outstanding pattern became apparent. Many Saudi leaders described
opposing goals they are trying to achieve in their daily jobs, e.g. high quality and fast
delivery, leading a team with empathy and compassion and taking tough decisions.
They emanate from differing directions of thinking and acting. They can be described
as polarities-opposing goals, interests, values and mindsets which are both equall
right, equally valid and equally needed.

These polarities originate from the traditions and the heritage of the past and
presence on the one hand and from the goals, aspirations and requirements of
Vision 2030 on the other hand. Both sides are required in order to drive the country
towards the future. They are based on the values KSA is grounded on: these non-polar
values will guide the Saudi leadership in the future like in the past, eg, importance of
community and family, respect for elders, honour, excellence, discipline and faith.
Building on these values, the Vision 2030 indicates that some of the values which
brought KSA where it is today, will need to be balanced with new attributes directing
into the future.

These polarities address some unique trade-offs that leaders for Vision 2030 need to
be able to make. They will remain and probably become even more important in the
future. Leaders are and will be confronted with, attracted and influenced by both poles.
They show that traditional and future-oriented preferences are both right, helpful and
required for KSA, but need to be kept in the right balance. Therefore, it is essential for
a leader to consciously incorporate both poles in his/her daily behaviour and action.
 It's not either/or. It's both/and.

Why are polarities important in the context of Vision 2030 realization?

Through mindful consideration of the different influences and interests from both ends,
leaders should be able to leave no one behind and pay attention to all needs and interests
from the whole Saudi society. By incorporating this pattern into the selection and the
development of future leaders, the leaders and their organizations will be sensitized for the
complexity of the system they are operating in. Valuing both sides will open the ground for
both sides, facilitate understanding of and learning from each other. Therefore, polarities
provide a common language and simplifies this complexity of being a leader in KSA
without being simplistic. 

How are polarities used for the model?

As this pattern of polarities seemed very
relevant for the future Saudi leadership, it
became an essential element of the
leadership competency model. Every
competency is rooted and connected to
multiple polarities observed. Leaders of the
future are expected to balance the two poles
and actively take them into account whe
thinking, evaluating, deciding, planning,
communicating. interacting, developing an
changing. Therefore, balancing, behaviour
will be found across the scale of each
competency with increasing sophistication going up.

Introduction to the model
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Overview of the competency model

The story
Guidung themes

What it takes
Competency names

How to make it happen
Description of what needs to be done

The future leaders
are Saudi
champions who
put KSA first and
take full ownership
for achieving
Vision 2030

They are inspired
and moved by a
fast-changing
world and adapt
to it with agility

By leading people
with purpose,
ethics and
accountability
they build the
future for the
next generations
and for the
common good

A successful leader needs the drive for
improvement by setting clear, ambitious
targets with a determined will and striving
for achievement. S/he displays problem
solving capability which means the ability
to move oneself and others towards action
with self initiative.

Effectively collaborating as a leader involves
building diverse relationships and facilitating
constructive working relationships between
these people. A leader needs to influence
through effective communication with these
different groups in a persuasive way to bring
about positive impact.

If a leader possesses this competency, s/he
is able to think strategically and successfully
manages the cognitive process of making
sense out of data. Moreover, s/he needs to
act strategically by responding to the
environment with decision making and
concrete planning.

A leader who is a force for the future fosters
the entrepreneurial spirit by creating a culture
that allows innovation to thrive and grows the
commitment for change by inspiring people
to want to change.

A constantly learning leaders shows curiosity
about oneself, striving for self-awareness and
continuous improvement by adaption, as well
as curiosity about the world. S/he is thirsty for
knowledge and has genuine desire to fully
understand the world around her/him.

To successfully lead and develop others,
a leader sets up systems and processes that
allow for effective management of individuals,
teams, and results. S/he spots and invests in
talent in order to foster individual and
collective growth.

A successful 2030 leader lives the Vision
through leading by example, being a humble
ambassadors of the Vision and generating
value for the common good. S/he enables
diversity which includes the creation and
maintenance of equal opportunities, fair
behaviour and acceptance of differences.

Be a Progress
driver

Be a connector

Be a strategy
shaper

Be a force for 
the future

Be a constant 
learner

Be a people
leader

Be a principled
leader
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Be a progress driver

What a leader needs to do - Description

Being a progress driver means working towards results and high performance and
therefore committing to competition. It needs the drive for improvement which includes
setting clearly defined targets, measurable by KPIs and actively and regularly monitoring
progress. It is supported by personality or traits like determination and persistence. Moreover,
 it is influenced by high ambitions and the relentless desire to achieve. Delivering on the set
goals needs problem solving capability which describes the ability to move oneself and others
towards action and tackle challenges. It requires self-initiative, the ability for self management
being able to navigate and take steps forward without guidance, examples and rules.

How a leader needs to do it-Balance polarities

In order to successfully demonstrate the competency of Be a progress driver, leaders will
need to balance a number of competing behaviors, keeping the best of both but without
losing sight of the other. These are:

pace & Patience 

Qualitative, sustainable
and valid solutions

Build on and value past 
accomplishments, 
experience, knowledge

Drive for achievement and
improvement

Fast, pragmatic and actionable
solution

Exceed the status quo
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Be a connector

What a leader needs to do - Description

Being a connector is about building and maintaining relationships, both within and outside
of one's inner circle, including creating trusted and diverse networks. It not only involves being
an effective collaborator oneself, but also being able to facilitate collaboration between these
different groups in an effective way. A leader who can do this will demonstrate understanding,
and will address and resolve issues or conflicts in a constructive way. Influencing will involve being
able to communicate with these different groups in a persuasive way in order to bring about
positive impact. It is about tailoring messages to different audiences and building a common
understanding - especially when not being in line of command. Managing and affecting
stakeholders is supported by an emotional and social intelligence and a savviness and receptivity
for social systems and their operating mode.

How a leader needs to do it-Balance polarities

In order to successfully demonstrate the competency of Be a progress driver, leaders will
need to balance a number of competing behaviors, keeping the best of both but without
losing sight of the other. These are:

Importance of and sense
of belonging to a family
and communit

Compromise, alliances
and consensus

Building diverse national
and international networks

Making tough decisions, being
independent and standing
one's ground
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Be a strategy shaper

What a leader needs to do - Description

Being a strategy shaper is about leading organizations to make choices about where an
how they play. It involves thinking strategically which means the cognitive processin
required through analyzing and interpreting aka. making sense out of complex data. It is
about observing and anticipating trends and dynamics on a continually evolving basis as
well as critical and reflective thinking on the micro and macro level. To shape strategies
a leader also needs to take strategic action. This means responding to the strategic thoughts
by translating them, the knowledge and the experiences into purposeful decisions and tangible, 
mpactful and actionable plans which are grounded in reality and allow agile adaption in
a changing environment. It means to break the strategy down into viable action items for
the team

How a leader needs to do it-Balance polarities

In order to successfully demonstrate the competency of Be a progress driver, leaders will
need to balance a number of competing behaviors, keeping the best of both but without
losing sight of the other. These are:

Recognize matters
beyond one's control

Pursuit for perfection
and immaculacy

Taking own responsibility and
strive to fulfill own ambitions

Speed and pragmatism
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Be a force for the future

What a leader needs to do - Description

Being a force for the future means creating a vibrant culture that allows innovation to thriv
and creating a sense of passion and purpose around positive change. It involves fosterin
entrepreneurial spirit, or removing barriers to innovation by developing systems an
processes that encourage people to experiment without fear of failure. A leader mus
create a sense of psychological safety through role-modelling, support and empowerment.
It also involves growing commitment for change; that is, inspiring, motivating and encouraging
a sense of purpose and passion around the vision of the future in a clear and compelling way
creating a "pull" rather than pushing.

How a leader needs to do it-Balance polarities

In order to successfully demonstrate the competency of Be a progress driver, leaders will
need to balance a number of competing behaviors, keeping the best of both but without
losing sight of the other. These are:

Importance of maintaining
reputation and avoiding

recklessness 

Patience 

Reverence for
tradition and legacy

Courage and openness to experiment,
fail and learn, taking risks

Agility

Drive for improvements 
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Be a constant leaner

What a leader needs to do - Description
Being a constant learner describes having a genuine interest and passion for persona
development, a deep desire to learn about and understand the world around one a
well as the ambition to make use and apply the learnings. Leaders with this competenc
will not only demonstrate this themselves, but they will also spread this passion throughou
the organization. Leaders need to have curiosity about themselves, involving a deep desir
to fully understand him/herself through striving for self-awareness, seeking out feedback,
and constantly searching for opportunities to grow and develop. In this sense leaders wil
demonstrate humility by understanding there is always opportunity to grow, and they wil
adapt their behavior accordingly. Moreover, leaders are asked to be curious about the world
by demonstrating a deep thirst for knowledge, genuinely wanting to understand how the worl
works and being interested in possibilities and new perspectives. In this sense leaders will see
out disconfirming evidence, and constantly challenge their own assumptions in order to bette
understand and learn

How a leader needs to do it-Balance polarities
In order to successfully demonstrate the competency of Be a progress driver, leaders will
need to balance a number of competing behaviors, keeping the best of both but without
losing sight of the other. These are:

Use of existing knowledge
and experience

Confidence and self-assurance
in one's own abilitie

Desire to learn new thing

Take on board feedback
and criticism
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Be a people leader

What a leader needs to do - Description

Being a people leader is about focusing, aligning, building, enabling, and developing team
(both formal and informal), and individuals so that they are set up for high performance,
and working towards long-term success. Leading involves setting up systems and processe
that allow for effective management of individuals, teams, and results on an individual and
collective basis. Developing involves spotting and investing in talent, encouraging diverse skillsets,
experience, and opinions, and using empowerment to foster individual and collective growth

How a leader needs to do it-Balance polarities

In order to successfully demonstrate the competency of Be a progress driver, leaders will
need to balance a number of competing behaviors, keeping the best of both but without
losing sight of the other. These are:

Compassion, empathy and
understanding for the team

Privateness & Discretion

Decisiveness, holding people
accountable, and the ability to
take tough decisions

Transparency & Information
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Be a principled leader

What a leader needs to do - Description

This competency describes the individual's convictions and sense of purpose. It is deeply
interweaved with the Vision 2030 and the leader's integrity into the Kingdom. It requires
that the leaders live Vision 2030 which means the continuous alignment of own and corporate
agenda with the society's value system and the goals of the Vision. Leaders see themselves as
humble elements of society and understand the implications of all organizational activities on
the Vision and create permanent awareness for it. They lead by example and champion the
creation of social value as a natural and immediate outcome of the organization's successful
opportunities. It means also ambassadorship and alignment of the entire public and private
life with the Vision's values and goals. Leaders also need to enable diversity which targets the
creation and maintenance of equal opportunities, fairness in all thoughts and actions as wel
 as the mutual acceptance of differences in ideas, behavior and beliefs.

How a leader needs to do it-Balance polarities
In order to successfully demonstrate the competency of Be a progress driver, leaders will
need to balance a number of competing behaviors, keeping the best of both but without
losing sight of the other. These are:

Modesty and humbleness

Acceptance of stratification
and a natural order

Importance of charity
and social responsibility

Confidence in own abilities

Actively fostering equal
opportunities and diversity

Striving for economic
sustainability
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