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Customer Focus 
Building strong customer relationships and delivering customer-centric solutions 

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Seeks to understand the 

reasons for customers’ 

choices 

Overlooks the reasons for 

customers’ choices; makes 

assumptions about their 

decision-making process. 

Works to gain a sound 

understanding of what guides 

customers’ choices. 

Probes beyond the obvious in 

order to learn the many factors 

guiding customers’ choices. 

Asks questions to 

accurately identify 

customer needs 

 

Asks few questions to 

determine customer needs, or 

poses questions that are off-

base and provide little insight. 

Shows inquisitiveness about 

customer needs. 

Probes deeply into customer 

needs to identify less obvious 

interests or expectations. 

Prioritizes work based on 

customer requests 
Places no particular priority on 

customer requests; may treat 

customer issues with 

insufficient urgency. 

Responds promptly to 

customer requests; secures the 

support of others to resolve the 

issues. 

Gives customer requests 

immediate attention; connects 

with others to ensure the best 

possible outcomes for 

customers. 

Meets customer 

requirements 

Does work that falls shy of 

customer requirements, 

resulting in unsatisfactory 

service. 

Learns customer 

requirements and delivers 

effectively. 

Consistently goes above and 

beyond to understand 

customer requirements and 

surpass their expectations. 
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Decision Quality 
Making good and timely decisions that keep the organization moving forward 

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Seeks advice when 

unsure about choosing a 

course of action 

Delays action instead of 

seeking guidance when faced 

with an unfamiliar problem.  

Solicits the advice and 

expertise of others in order to 

move forward in an effective, 

timely manner. 

Confidently and quickly draws 

on others’ expertise in order to 

make the right decisions in 

uncertain circumstances. 

Makes good routine 

decisions with coaching 

from others 

Struggles to solve routine 

problems; does not internalize 

coaching on how to handle 

these issues. 

Seeks coaching from others to 

address routine problems; 

learns to handle these issues 

effectively.   

Swiftly internalizes coaching on 

routine issues; handles issues 

confidently after being 

instructed by others. 

Tests ideas with others 

before acting in new or 

unfamiliar situations 

Misses opportunities to confirm 

ideas with those who have 

more experience; pushes 

ahead without seeking expert 

advice. 

Shares ideas with experienced 

team members when facing 

new situations, listens to input, 

and makes appropriate 

adjustments. 

Offers several ideas for how to 

address new situations, 

conveying a strong interest in 

hearing and applying feedback 

from more experienced team 

members. 

Uses rules and 

procedures to guide 

decisions and actions 

Shows little regard for existing 

rules and procedures when 

taking action. 

Bases decisions and actions 

on relevant rules and 

procedures. 

Leverages rules and 

procedures to speed up 

decision making substantially. 
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Drives Results 
Consistently achieving results, even under tough circumstances 

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Consistently meets the 

objectives of assigned 

tasks 

May struggle to achieve work 

objectives, missing deadlines 

or requirements. 

Completes work objectives in a 

timely manner and at an 

acceptable level of quality. 

Regularly exceeds work 

objectives; finds ways to 

deliver results more quickly or 

to a higher-quality standard. 

Maintains work focus 

despite obstacles or 

setbacks 

Is distracted or discouraged by 

obstacles or setbacks. 

Typically maintains work focus 

despite obstacles or setbacks. 

Drives ahead with great focus 

when faced with obstacles and 

setbacks; maintains 

productivity and a positive 

attitude. 

Puts in effort needed to 

meet goals and expected 

results 

Puts in insufficient effort to 

meet goals and deliver 

expected results. 

Does what is necessary to 

meet goals and deliver 

expected results. 

Devotes considerable effort to 

surpass goals and achieve the 

best possible results; goes 

above and beyond to achieve 

excellence. 

Works steadily at 

unpleasant or routine 

tasks until they are 

completed 

Avoids or works intermittently 

at unpleasant or routine tasks; 

allows them to go uncompleted 

for too long. 

Shows consistent effort to 

complete even unpleasant or 

routine tasks in a timely 

manner. 

Demonstrates tenacity when 

faced with unpleasant or 

routine tasks; completes them 

promptly and successfully. 
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Builds Effective Teams 
Building strong-identity teams that apply their diverse skills and perspectives to achieve 

common goals 

 Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Contributes to positive 

morale and a sense of 

team spirit 

Engages in behavior that 

diminishes morale and runs 

counter to team spirit. 

Acts in ways that support 

morale and contribute to team 

spirit.   

Works in a manner that 

increases morale and boosts 

team spirit. 

Offers to help others 

complete work to ensure 

the team’s success 

Misses opportunities to help 

others in order to ensure the 

team’s success. 

Steps forward to help others 

complete work and ensure the 

team’s success. 

Volunteers promptly to help 

others and goes the extra mile 

to ensure the team’s success. 

Learns and reinforces the 

team’s common goals 

and priorities 

Demonstrates a limited 

understanding of the team’s 

common goals and priorities; 

may give little attention to 

these shared objectives. 

Expresses a clear 

understanding and 

commitment to the team’s 

common goals and priorities.   

Consistently emphasizes and 

advocates for the team’s 

common goals and priorities. 

Shares credit with others 

for team 

accomplishments 

Overlooks chances to share 

credit; may focus too much on 

own successes and efforts. 

Gives others credit for their 

contributions to team 

accomplishments. 

Consistently recognizes all 

team members for shared 

accomplishments. 
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Communicates Effectively 
Developing and delivering multi-mode communications that convey a clear understanding 

of the unique needs of different audiences 

 
Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Keeps others informed Retains important information 

that should be shared with 

others. 

Promptly shares relevant 

information with others. 

Proactively shares a great deal 

of information; considers what 

others want to know, not just 

what they need to know. 

Listens attentively to 

others’ insights, advice, 

and instruction 

Shows little interest or limited 

comprehension of the insights, 

advice, or instruction provided. 

Pays attention to others’ 

insights, advice, and 

instruction, and grasps the 

main elements of what has 

been said. 

Listens actively to others’ 

insights, advice, and 

instruction; grasps the main 

elements and asks good 

questions to clarify issues 

further. 

Responds openly to 

others 
Appears closed off and 

disinterested in others’ 

perspectives or ideas. 

Takes an interest in the ideas 

and perspectives of others. 

Proactively seeks out others’ 

ideas and perspectives. 

Speaks with an 

appropriate amount of 

detail  

Communicates in either an 

overly wordy or overly succinct 

manner. 

Provides the right amount of 

detail when speaking. 

Provides the appropriate 

amount of context and details 

when speaking. 
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Drives Engagement 
Creating a climate where people are motivated to do their best to help the organization 

achieve its objectives 

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Celebrates own and team 

successes  
Gives limited attention or 

acknowledgement to others’ 

successes. 

Praises the successes of 

others. 

Gives people targeted 

recognition for their 

achievements; seeks to learn 

from their successes. 

Understands why the 

work matters 
Makes little effort to explain or 

emphasize the broader 

purpose behind tasks. 

Shares insight into the purpose 

behind the work. 

Ensures that people 

understand exactly why the 

work is important and 

meaningful. 

Shares involvement and 

visibility with others  
Does too much on his/her own 

or takes all the credit, even 

though others have 

participated. 

Involves others appropriately 

and gives them credit for their 

contributions. 

Readily includes people and 

ensures that their efforts are 

recognized. 

Draws a link between the 

work and own motivation 
Holds the work and own 

motivations separate, without 

finding opportunities for 

overlap. 

Recognizes how the work 

relates to own motivations; 

considers some ways to 

increase the overlap. 

Demonstrates strong insight 

into how the work relates to 

own motivations; creative 

about aligning responsibilities 

with personal interests. 
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Situational Adaptability 
Adapting approach and demeanor in real time to match the shifting demands of different 

situations 

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Adjusts approach in 

different or changing 

situations  

Delays adjusting approach in 

new or changing situations, 

even when given feedback or 

guidance. 

Recognizes or seeks guidance 

on when to adjust approach. 

Swiftly and easily adapts 

approach to a wide array of 

different or changing situations. 

Learns to be flexible in 

completing job 

assignments 

Demonstrates limited flexibility; 

may seek to do every task the 

same way. 

Finds out which situations call 

for flexibility and responds 

accordingly. 

Swiftly determines when 

flexibility is required and 

skillfully shifts own approach. 

Takes cues from others 

about changes in the 

situation 

Pays little attention to cues that 

situations are changing; 

remains unaware of evolving 

priorities. 

Recognizes others’ cues that 

situations are changing; learns 

about new priorities. 

Shows strong sensitivity to 

cues that situations are 

changing; responds skillfully to 

new priorities. 

Accepts direction on how 

to adapt approach to 

changing situations 

Ignores or disregards direction 

on how to adapt approach. 

Listens to others’ input and 

feedback on how to adapt 

approach to changing 

situations. 

Shows inquisitiveness about 

how situations are evolving 

and identifies how to adapt 

early to changing situations. 
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Instills Trust 
Gaining the confidence and trust of others through honesty, integrity, and authenticity 

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Follows stated policies 

and practices 
May bend some policies or 

ignore adhering to some stated 

practices. 

Acts consistently with the 

organization’s policies and 

practices.   

Consistently adheres to 

organizational policies and 

practices, even when they are 

unpopular or inconvenient. 

Displays consistency 

between words and 

deeds 

At times, may say one thing 

and do another.  

Displays consistency between 

what is said and what is done. 

Builds trust by showing 

consistency between what is 

said and what is done in 

various work settings. 

Is honest and direct in 

dealing with people 
May be uncomfortable with 

direct communication, or 

withhold or shade the truth at 

times. 

Shows honesty and candor 

when working with others. 

Is consistently open, honest, 

and direct in dealing with 

others, establishing 

relationships built on trust. 

Is reliable; can be 

counted on to honor 

agreements and 

commitments 

Occasionally overcommits or 

fails to follow through on 

agreements or commitments. 

Is counted on to honor 

agreements and meet 

commitments. 

Builds a trustworthy reputation 

by honoring agreements and 

reliably following through on 

commitments. 
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