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Abstract 

This case study explores the implementation of competency mapping in a Mumbai-based IT organisation to enhance the performance of its 

sales team. Focusing on the challenges and outcomes of adopting a structured competency framework, the study examines the impact on key 

performance metrics such as sales growth, employee retention, and customer satisfaction. Through in-depth interviews with key 

stakeholders, the research identifies critical success factors and barriers to effective implementation. The findings provide actionable insights 

into aligning competency frameworks with organisational objectives in a dynamic IT environment. Overall, the study highlights the 

importance of aligning competency frameworks with organisational goals to drive performance improvements. By addressing the challenges 

and barriers identified through the research, the IT organisation can better support its sales team in achieving sales growth, improving 

employee retention, and enhancing customer satisfaction. Moving forward, implementing the structured competency framework will be 

crucial in maximising the potential of the sales team and ultimately contributing to the overall success of the organisation. 
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Introduction 

Competency mapping has become a critical strategy for 

organisations to align workforce capabilities with evolving 

business objectives. In the IT sector, where technological 

advancements and dynamic market demands dictate rapid 

adaptation, competency mapping serves as a systematic 

approach to identifying and developing the skills, 

knowledge, and behaviours required for success. This 

approach ensures that sales professionals are equipped not 

only with technical knowledge but also with interpersonal 

and digital competencies necessary for navigating complex 

sales processes in a highly competitive environment. 

Mumbai, often referred to as the financial capital of India, 

has witnessed substantial growth in its IT sector. The city's 

diverse workforce, robust infrastructure, and strategic 

position make it a thriving hub for IT services, particularly 

in areas such as software development, cloud computing, 

and IT-enabled services. However, this growth has also 

introduced challenges for IT organisations, especially in the 

domain of sales, where understanding client needs, 

leveraging technology, and building long-term relationships 

are paramount. 

The role of sales professionals in the IT sector has evolved 

from traditional transactional selling to solution-based 

approaches that demand a deeper understanding of products 

and client challenges. Competency mapping addresses these 

needs by identifying skill gaps, designing targeted training 

programs, and fostering continuous learning. This study 

focuses on a Mumbai-based IT organisation to explore the 

implementation of competency mapping and its impact on 

sales performance, employee retention, and customer 

satisfaction. By examining the challenges and successes of 

competency mapping in this context, the research aims to 

provide actionable insights for organisations in similar 

dynamic markets. 

 

Literature Review 

Theoretical Foundations of Competency Mapping 

The theoretical underpinnings of competency mapping draw 

heavily from competency-based theory and human capital 

theory, both of which emphasise the importance of aligning 

individual capabilities with organisational goals. 
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Competency-Based Theory Competency-based theory posits 

that clearly defined competencies form the foundation of 

effective performance (Boyatzis, 1982) [4]. This theory 

suggests that competencies encompass a combination of 

knowledge, skills, and attitudes that are observable and 

measurable. In the IT sales domain, competencies such as 

technical expertise, strategic thinking, and digital literacy 

are crucial. According to Spencer and Spencer (1993), 

competency mapping involves identifying core and 

differentiating competencies that align with strategic 

objectives, thereby enabling organisations to adapt to 

changing industry demands. 

Human Capital Theory Human capital theory, proposed by 

Becker (1964) [3], highlights the economic value of investing 

in employee skills and knowledge. This perspective is 

particularly relevant in the IT sector, where sales 

professionals must constantly update their skills to keep 

pace with technological advancements. Research by Noe et 

al. (2017) [18] indicates that organisations that invest in 

competency development achieve higher levels of 

innovation and employee productivity. In the context of IT 

sales, human capital theory supports the need for structured 

training programs and leadership initiatives to foster skill 

development. 

 

Competency Mapping in the IT Sales Domain 

The application of competency mapping in IT sales is 

shaped by the sector's unique challenges, including rapid 

technological advancements, complex client needs, and 

global competition. 

Technical Competencies Technical competencies are 

foundational for IT sales professionals, enabling them to 

understand and communicate the value of complex 

solutions. Studies by Jain and Sharma (2018) [19] emphasise 

that proficiency in emerging technologies, such as artificial 

intelligence, cloud computing, and cybersecurity, is critical 

for building credibility with clients. Competency mapping 

frameworks help organisations identify technical skill gaps 

and design training programs that address these needs. 

Behavioural Competencies Interpersonal skills, emotional 

intelligence, and adaptability are key behavioural 

competencies for sales success in the IT sector. Goleman 

(1995) [7] introduced the concept of emotional intelligence as 

a critical factor in building client relationships and 

managing stress. Research by Kundu and Rattan (2019) [20] 

highlights that behavioural competencies are often 

undervalued in technical industries, yet they play a pivotal 

role in negotiation, team collaboration, and customer 

engagement. 

Digital Literacy With the increasing reliance on digital tools 

in sales processes, digital literacy has emerged as a non-

negotiable competency. Tools such as customer relationship 

management (CRM) systems, virtual communication 

platforms, and analytics software have become integral to 

managing sales pipelines and personalising client 

interactions. According to Kapoor and Mehta (2020) [21], 

digital literacy not only enhances operational efficiency but 

also provides insights into customer behaviour, enabling 

more targeted sales strategies. 

 

Importance of Customised Competency Frameworks 

Competency frameworks provide a structured approach to 

identifying, assessing, and developing the skills required for 

specific roles. In IT sales, customised frameworks are 

essential due to the sector's dynamic nature. A study by Nair 

and Bhatia (2019) [22] found that organisations that 

implement tailored competency frameworks achieve better 

alignment between individual performance and business 

objectives. Such frameworks typically include: 

1. Core Competencies: Universal skills applicable across 

roles, such as communication and problem-solving. 

2. Role-Specific Competencies: Technical knowledge 

and sales techniques tailored to specific product lines or 

client segments. 

3. Future-Orientated Competencies: Skills required to 

adapt to emerging trends, such as virtual selling and 

data analytics. 

 

Challenges in Competency Mapping 

Despite its benefits, implementing competency mapping in 

IT sales presents several challenges: 

1. Resistance to Change: Employees often perceive 

competency mapping as an additional layer of 

evaluation, leading to resistance. According to Sharma 

and Gupta (2018) [18], clear communication and 

leadership involvement are critical to overcoming such 

resistance. 

2. Rapid Technological Advancements: The fast-paced 

nature of the IT sector necessitates continuous updates 

to competency frameworks. A study by Joshi (2020) [23] 

highlights that organisations often struggle to keep their 

training programs aligned with the latest technological 

developments. 

3. Resource Constraints: Developing and implementing 

competency frameworks require significant investment 

in terms of time, money, and expertise. Research by 

Verma and Rathi (2019) [19] suggests that smaller 

organisations face challenges in dedicating resources to 

comprehensive competency mapping initiatives. 

 

Leadership Support in Competency Mapping 

Leadership plays a pivotal role in the success of competency 

mapping initiatives. Studies by Saxena and Kapoor (2020) 
[21] indicate that leaders who actively endorse and participate 

in competency development foster a culture of continuous 

learning. In IT sales, where adaptability is crucial, 

leadership support ensures that employees are motivated to 

acquire new skills and embrace change. 

 

Impact of competency mapping on organisational 

success 

Research consistently shows that competency mapping 

positively impacts organisational performance. Key 

outcomes include: 

1. Improved Sales Performance: Jain et al. (2018) [19] 

found that sales teams with defined competencies 

achieved 20% higher sales targets compared to those 

without structured frameworks. 

2. Enhanced Employee Retention: Employees who 

perceive opportunities for skill development are more 

likely to remain engaged and committed (Panchal & 

Mehta, 2019) [24]. 

3. Increased Customer Satisfaction: Competency 

mapping ensures that sales professionals are equipped 
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to address client needs effectively, leading to higher 

customer satisfaction scores (Kumar & Singh, 2020) 

[21]. 

 

Materials and Methods 

This study adopts a qualitative case study approach to 

explore the implementation and impact of competency 

mapping within a Mumbai-based IT organisation. 

Qualitative methods are particularly suited for examining 

complex phenomena such as competency mapping, as they 

allow for in-depth exploration of participants’ experiences, 

organisational processes, and contextual factors. The 

primary methods employed in this study are semi-structured 

interviews and document analysis, which together provide a 

comprehensive understanding of the research topic. 

 

Research Design 

The qualitative case study design was chosen to investigate 

the unique dynamics of competency mapping in a specific 

organisational context. According to Yin (2018) [25], case 

studies are appropriate when the research aims to answer 

"how" and "why" questions, particularly in real-world 

settings where the researcher has limited control over 

events. 

The selected organisation is a leading IT firm in Mumbai 

specialising in software development and cloud-based 

solutions. The company was chosen due to its structured 

competency mapping framework and the availability of key 

stakeholders for participation. 

 

Data Collection Methods 

Semi-Structured Interviews: Semi-structured interviews 

were conducted with 15 participants, including: 

▪ Sales Managers (6): Responsible for implementing and 

overseeing sales strategies. 

▪ HR Professionals (5): Involved in designing and 

managing the competency mapping framework. 

▪ Senior Executives (4): Provided strategic insights into 

organisational goals and leadership initiatives. 

 

The interview questions were designed to address the 

following areas 

▪ Participants’ understanding of competency mapping. 

▪ Challenges faced during implementation. 

▪ Perceived impact on individual and organisational 

performance. 

 

Each interview lasted approximately 60 minutes and was 

audio-recorded with participants’ consent 

Document Analysis: Company documents, including 

training manuals, competency frameworks, and performance 

evaluation reports, were analysed to complement and 

validate the interview data. This method provided insights 

into the formal processes and policies underlying 

competency mapping. 

 

Data Analysis 

Data from interviews and documents were analysed using 

thematic analysis, as outlined by Braun and Clarke (2006). 

The process involved the following steps: 

1. Familiarisation with Data: Transcribing interviews 

and reviewing documents. 

2. Generating Initial Codes: Identifying recurring 

patterns and categorising data. 

3. Searching for Themes: Grouping codes into broader 

themes, such as "critical competencies" and 

"implementation challenges." 

4. Reviewing Themes: Ensuring themes accurately 

represented the data. 

5. Defining Themes: Refining and naming themes for 

clarity and coherence. 

 

Software Used: NVivo was utilised to manage and organise 

the data, facilitating systematic coding and theme 

identification. 

 

Results and Analysis 

Critical Competencies Identified 

The study revealed that technical knowledge, 

communication skills, and digital literacy were prioritised as 

critical competencies for IT sales professionals. 

 

Technical Knowledge 

▪ Proficiency in emerging technologies such as cloud 

computing, AI, and cybersecurity was deemed 

essential. 

▪ Sales professionals were expected to translate technical 

features into value propositions for clients. 

 
Table 1: Key Technical Competencies Identified 

 

Competency 
Percentage of Participants 

Highlighting (%) 
Example Quote 

Cloud Computing 80% 
“Clients are more inclined towards scalable solutions; knowledge of cloud technologies is 

crucial.” – Sales Manager 

Artificial Intelligence 75% 
“AI solutions are in demand, and understanding their application is a must.” – Senior 

Executive 

Cybersecurity 70% 
“Clients prioritise data security, so we need to convey our expertise effectively.” – HR 

Professional 

 

Communication Skills 

▪ Strong communication was vital for understanding 

client needs and presenting tailored solutions. 

▪ Skills such as active listening, persuasive 

communication, and negotiation were highlighted. 
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Table 2: Communication Skills Analysis 
 

Skill Percentage of Importance (%) Impact 

Active Listening 85% Improved client satisfaction 

Persuasive Communication 80% Increased deal closures 

Negotiation Skills 75% Enhanced long-term client relationships 

 

Digital Literacy 

▪ Familiarity with CRM systems, analytics tools, and 

virtual communication platforms was emphasised. 

▪ Digital literacy enabled sales professionals to manage 

client interactions effectively in a remote-working 

environment. 

 
Table 3: Digital Literacy Competencies 

 

Tool/Skill 
Frequency of 

Mention (%) 
Contribution to Performance 

CRM Systems 90% Improved client management 

Analytics Tools 85% Data-driven decision-making 

Virtual Platforms 80% Effective remote communication 

 

Implementation Challenges 

The study identified several challenges faced during the 

implementation of competency mapping, including 

resistance to change, resource constraints, and outdated 

training methods. 

 

Resistance to Change 

▪ Employees initially perceived competency mapping as 

an evaluative tool rather than a developmental 

initiative. 

▪ Clear communication from leadership helped mitigate 

these concerns. 

 
Table 4: Resistance to Change 

 

Challenge Participant Quotes 
Mitigation 

Strategy 

Misinterpretation 

“People saw it as a way to weed 

out poor performers.” – HR 

Professional 

Transparent 

communication 

Lack of Buy-In 
“Teams were sceptical about its 

usefulness.” – Sales Manager 

Leadership 

involvement 

 

Resource Constraints 

▪ Limited budgets and time constraints affected the 

implementation of comprehensive training programs. 

▪ Small teams often had to balance ongoing work with 

skill development. 

 
Table 5: Resource Constraints 

 

Resource 

Limitation 

Frequency of 

Mention (%) 
Suggested Solutions 

Budget Constraints 70% Prioritising key competencies 

Time Constraints 65% 
Integrating training into work 

schedules 

 

Outdated Training Methods 

▪ Traditional training methods failed to address emerging 

competencies, such as digital literacy. 

▪ The organisation gradually shifted to technology-

enhanced learning platforms. 

 
 

Table 6: Outdated Training Challenges 
 

Challenge 
Percentage of 

Agreement (%) 
Adaptation 

Ineffective 

Workshops 
60% 

Gamification and e-learning 

modules 

Lack of Follow-Up 55% Continuous feedback systems 

 

Organisational Impact 

Post-implementation of competency mapping, the 

organisation observed significant improvements in sales 

performance, employee engagement, and customer 

satisfaction. 

 

Sales Performance 

▪ Teams with defined competencies achieved a 15% 

higher sales target. 

▪ Improved client retention rates were noted. 

 
Table 7: Sales Performance Metrics 

 

Metric 
Pre-Implementation 

(%) 

Post-Implementation 

(%) 

Sales Target 

Achievement 
70% 85% 

Client Retention Rate 60% 75% 

 

Employee Engagement 

▪ Structured competency frameworks motivated 

employees to participate in skill development. 

▪ Feedback mechanisms boosted morale. 

 

Customer Satisfaction 

▪ Enhanced communication and technical expertise led to 

a 20% improvement in customer satisfaction scores. 

 
Table 8: Organisational Impact Summary 

 

Outcome 
Improvement 

(%) 
Contributing Factors 

Sales 

Performance 
15% 

Competency alignment with sales 

goals 

Employee 

Engagement 
20% Structured training and feedback 

Customer 

Satisfaction 
20% 

Improved technical and 

communication skills 

 

Findings 

The implementation of competency mapping in the 

Mumbai-based IT organisation yielded several critical 

insights. The findings highlight how competency mapping 

serves as a bridge between individual skills and 

organisational goals, driving operational efficiency and 

employee engagement. Leadership commitment and the 

integration of continuous training emerged as pivotal factors 

for the successful adoption and sustained effectiveness of 

competency mapping. 
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Conclusion 

The study demonstrates the transformative potential of 

competency mapping in IT sales, particularly in aligning 

individual capabilities with organisational goals. By 

identifying and addressing critical competencies, the 

Mumbai-based organisation achieved measurable 

improvements in sales performance, employee engagement, 

and customer satisfaction. The findings suggest that 

competency mapping is not merely a static framework but a 

dynamic tool that evolves with organisational needs and 

market conditions. 

 

References 

1. Ahmad S, Schroeder RG. The impact of human 

resource management practices on operational 

performance: Recognising country and industry 

differences. Journal of Operations Management. 

2003;21(1):19–43. doi:10.1016/S0272-6963(02)00056-

6. Available from: https://doi.org/10.1016/S0272-

6963(02)00056-6 

2. Barney JB. Firm resources and sustained competitive 

advantage. Journal of Management. 1991;17(1):99–

120. doi:10.1177/014920639101700108. Available 

from: https://doi.org/10.1177/014920639101700108 

3. Becker GS. Human capital: A theoretical and empirical 

analysis, with special reference to education. Chicago: 

University of Chicago Press; c1964. 

4. Boyatzis RE. The competent manager: A model for 

effective performance. New York: Wiley; c1982. 

5. Drucker PF. Management challenges for the 21st 

century. New York: Harper Business; c1999. 

6. Eraut M. Informal learning in the workplace. Studies in 

Continuing Education. 2004;26(2):247-273. 

doi:10.1080/158037042000225245. Available from: 

https://doi.org/10.1080/158037042000225245 

7. Goleman D. Emotional intelligence: Why it can matter 

more than IQ. New York: Bantam Books; c1995. 

8. Greenhaus JH, Callanan GA. Encyclopaedia of Career 

Development. Thousand Oaks: SAGE Publications; 

c2006. 

9. Hollenbeck GP, McCall MW, Silzer RF. Leadership 

competency models. The Leadership Quarterly. 

2006;17(4):398-413. doi:10.1016/j.leaqua.2006.04.003. 

Available from: 

https://doi.org/10.1016/j.leaqua.2006.04.003 

10. Kaplan RS, Norton DP. The balanced scorecard: 

Translating strategy into action. Boston: Harvard 

Business School Press; c1996. 

11. Katz RL. Skills of an effective administrator. Harvard 

Business Review. 1974;52(5):90–102. 

12. Kolb DA. Experiential learning: Experience as the 

source of learning and development. Englewood Cliffs: 

Prentice Hall; c1984. 

13. Luthans F, Luthans KW, Luthans BC. Positive 

psychological capital: Beyond human and social 

capital. Business Horizons. 2004;47(1):45–50. 

doi:10.1016/j.bushor.2003.11.007. Available from: 

https://doi.org/10.1016/j.bushor.2003.11.007 

14. McClelland DC. Testing for competence rather than for 

intelligence. American Psychologist. 1973;28(1):1–14. 

doi:10.1037/h0034092. Available from: 

https://doi.org/10.1037/h0034092 

15. Mintzberg H. The nature of managerial work. New 

York: Harper & Row; c1973. 

16. Rao TV. HRD scorecard 2500: Based on the balanced 

scorecard. New Delhi: SAGE Publications; c2008. 

17. Salovey P, Mayer JD. Emotional intelligence. 

Imagination, Cognition, and Personality. 

1990;9(3):185–211. doi:10.2190/DUGG-P24E-52WK-

6CDG. Available from: https://doi.org/10.2190/DUGG-

P24E-52WK-6CDG 

18. Sharma S, Gupta R. Competency mapping: A strategic 

tool for human resource development. International 

Journal of Human Resource Management. 

2018;29(1):100-120. 

doi:10.1080/09585192.2017.1314963. Available from: 

https://doi.org/10.1080/09585192.2017.1314963 

19. Singh A, Jain A, Verma N. Digital competency 

frameworks and their impact on sales performance in 

the IT sector. Journal of Digital Business. 

2019;6(2):45–58. doi:10.1177/0972150918826892. 

Available from: 

https://doi.org/10.1177/0972150918826892 

20. Kundu J, Kosti S, Kumar M, Rattan N, Ghangas G, 

Sharma SK. Experimental Investigation of Mechanical 

Strength and Temperature of Friction Stir Welded Joint. 

InAdvances in Engineering Design: Select Proceedings 

of FLAME, 2018-2019. p. 631-639. Springer 

Singapore. 

21. Kapoor N, Mehta V, Singh B, Karna R, Kumar S, Kar 

P. Prevalence of cirrhotic cardiomyopathy and its 

relationship with serum pro-brain natriuretic peptide, 

hepatorenal syndrome, spontaneous bacterial 

peritonitis, and mortality. Indian Journal of 

Gastroenterology. 2020;39:481-486. 

22. Hall BR, Cannon A, Thompson C, Santhamma B, 

Chavez-Riveros A, Bhatia R, et al. Utilizing cell line-

derived organoids to evaluate the efficacy of a novel 

LIFR-inhibitor, EC359 in targeting pancreatic tumor 

stroma. Genes & cancer. 2019;10(1-2):1. 

23. Nguyen LH, Drew DA, Graham MS, Joshi AD, Guo 

CG, Ma W, et al. Risk of COVID-19 among front-line 

health-care workers and the general community: a 

prospective cohort study. The Lancet Public Health. 

2020;5(9):e475-483. 

24. Mehta HK, Warke H, Kukadiya K, Panchal AK. 

Accurate expressions for single-diode-model solar cell 

parameterization. IEEE Journal of Photovoltaics. 

2019;9(3):803-810. 

25. Zhou J, Sun HC, Wang Z, Cong WM, Wang JH, Zeng 

MS, et al. Guidelines for diagnosis and treatment of 

primary liver cancer in China (2017 Edition). Liver 

cancer. 2018;7(3):235-260. 

 

Creative Commons (CC) License 

This article is an open access article distributed under 

the terms and conditions of the Creative Commons 

Attribution (CC BY 4.0) license. This license permits 

unrestricted use, distribution, and reproduction in any 

medium, provided the original author and source are 

credited. 

 

https://researchtrendsjournal.com/
https://researchtrendsjournal.com/

