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

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Searches for ways to 

improve customer 

service 

Takes few steps to improve 

customer service; may rely too 

much on existing systems and 

approaches. 

Investigates and applies some 

ways to improve customer 

service. 

Regularly assesses customer 

service levels and identifies 

creative, viable ways to drive 

substantial improvement. 

Follows up with 

customers to ensure 

problems are solved 

Misses opportunities to follow 

up to ensure that customer 

problems are solved. 

Keeps in contact with 

customers and asks if 

problems have been resolved. 

Maintains open channels of 

communication with 

customers; ensures that 

problems have been resolved 

to customers’ full satisfaction. 

Independently anticipates 

and meets customer 

needs 

Overlooks emerging customer 

needs and struggles to 

accommodate their new 

priorities or expectations. 

Looks to the future and 

determines some emerging 

customer needs; determines 

appropriate responses. 

Forecasts even subtle changes 

in customer priorities and 

expectations; makes regular 

efforts to adjust approach to 

ensure needs are always met. 

Internalizes customer 

feedback and provides 

innovative ideas to meet 

their future needs 

Gives customer feedback little 

consideration and provides few 

ideas to meet future needs. 

Studies customer feedback 

and uses it to determine some 

creative new ideas. 

Digs deeply into customer 

feedback and drives the 

innovations that can enable the 

organization to better meet 

their future needs. 
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Decision Quality 
Making good and timely decisions that keep the organization moving forward 

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Demonstrates good 

judgment in routine, day-

to-day decision making 

Shows flawed or inconsistent 

judgment on routine, day-to-

day matters; leaves some 

matters unaddressed or 

handles them ineffectively. 

Usually makes the right 

decisions on routine, day-to-

day matters. 

Consistently demonstrates 

strong judgment; may be 

sought out by others for 

expertise and guidance. 

Makes sound 

independent decisions in 

urgent and non-routine 

situations 

Struggles to make informed 

independent decisions in 

urgent and non-routine 

situations; may rely too much 

on others. 

Typically makes good 

independent decisions and 

takes appropriate action during 

urgent, non-routine situations. 

Takes smart, independent 

action in urgent and non-

routine situations; quickly and 

skillfully addresses unfamiliar 

problems in challenging 

circumstances. 

Considers various inputs, 

criteria, and trade-offs to 

arrive at effective 

decisions and 

recommendations 

Focuses on a limited range of 

data and priorities when 

making decisions; overlooks 

the full array of inputs, criteria, 

and trade-offs. 

Integrates various inputs, 

decision criteria, and trade-offs 

to make effective decisions. 

Clearly defines the implications 

of various trade-offs, skillfully 

balancing various inputs and 

decision criteria to deliver high-

quality decisions. 

Uses good judgment 

about whether to act 

independently or to 

escalate an issue 

Escalates problems too quickly 

or too often, or drives 

independent action on issues 

when escalation would be 

appropriate. 

Knows when to act 

independently and when to 

escalate issues. 

Operates with a clear 

understanding of when to act 

independently and when to 

escalate for others’ 

involvement. 
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Drives Results 
Consistently achieving results, even under tough circumstances 

Behavior Needs Improvement Meets Expectations Exceeds Expectations 

Demonstrates a strong 

drive to achieve 

meaningful results  

Shows a limited drive to 

achieve meaningful results; 

appears content with mediocre 

outcomes. 

Conveys a desire to achieve 

meaningful results. 

Is passionate about achieving 

excellent results and 

contributing significantly to 

organizational outcomes. 

Drives tasks to 

successful completion 

and closure 

Does little to pursue or push 

initiatives/efforts to successful 

completion and closure. 

Pursues initiatives/efforts to 

successful completion and 

closure. 

Consistently drives 

initiatives/efforts to successful 

completion and closure in an 

extremely timely manner. 

Shows determination in 

the face of obstacles and 

setbacks 

Gives up too quickly when 

situations become difficult; may 

be easily deterred from key 

goals by obstacles and 

setbacks. 

Remains focused on achieving 

key goals, even in the face of 

obstacles and setbacks. 

Demonstrates great tenacity to 

achieve results in the midst of 

obstacles and setbacks; 

continues to push ahead 

despite major challenges and 

frustrations. 

Sets high standards for 

own performance 
Is satisfied with average 

performance; does not set 

sufficiently challenging goals 

for self. 

Holds self to high standards of 

performance; sets some 

challenging goals. 

Regularly pushes self to 

achieve outstanding outcomes; 

consistently establishes bold 

goals for own performance. 
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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 

Participates in 

constructive dialogue 

with the team, ensuring 

multiple perspectives are 

considered 

Engages in limited dialogue 

with the team; may focus 

mostly on own views or 

opinions. 

Holds constructive dialogue 

with the team regularly; takes 

multiple perspectives into 

account when making 

decisions. 

Regularly maintains open 

channels of dialogue with team 

members and proactively 

solicits multiple perspectives. 

Places the team’s 

priorities above personal 

objectives 

Shows more interest in 

achieving personal agenda 

than accomplishing team 

goals. 

Prioritizes team objectives over 

personal objectives. 

Always puts the priorities of the 

team before personal 

objectives. 

Supports team decisions 

and promotes team spirit 
Consistently shows little 

support for team decisions; 

demonstrates limited team 

spirit. 

Commits to the team’s 

decisions in most situations; 

conveys team spirit. 

Champions the decisions of 

the team and operates in a 

way that builds team spirit. 

Involves others 

appropriately when 

working on team projects 

Tends to do own work without 

doing enough to involve or 

include others. 

Brings others into own efforts 

when necessary and 

appropriate. 

Connects with others on team 

projects and leverages their 

strengths and knowledge to 

deliver the best possible 

results.   
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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 

Clear, concise, and 

professional in 

communication 

Expresses self in a rambling or 

unclear manner. 

Conveys information clearly, 

concisely, and professionally. 

Delivers even highly complex 

information in a polished, 

precise, and compelling 

manner. 

Listens with interest to 

what others have to say 
Shows insufficient regard for 

others’ comments; may 

interrupt people or otherwise 

signal disinterest. 

Listens attentively to others 

and takes an interest in what 

they have to say. 

Exhibits verbal and non-verbal 

behaviors that indicate a deep 

interest in others’ comments.   

Shares information and 

updates with others as 

needed 

Holds onto information that 

should be shared or 

communicates information too 

selectively.   

Consistently endeavors to 

keep others well informed. 

Acts as a source of 

information; proactively 

disseminates knowledge, 

insights, and updates. 

Is clear and thorough in 

reports, documentation, 

and other written 

information 

Provides few written reports of 

critical actions; offers only 

meager or unclear 

documentation. 

Documents efforts 

appropriately and provides 

clear written information. 

Creates rich documents and 

reports that skillfully and 

completely deliver the 

necessary information to 

stakeholders. 
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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 

Demonstrates flexibility 

of responses to different 

situations 

Tends to rely on only a few 

approaches, even when 

greater flexibility would be 

ideal. 

Responds to different 

situations with an appropriate 

level of flexibility. 

Exemplifies flexibility and 

resourcefulness; responds 

deftly to a variety of challenges 

and situations. 

Recognizes cues that 

suggest a change in 

approach or behavior is 

needed 

Misses cues that suggest the 

need to adapt to new 

situations; may adhere to 

behaviors that are ineffective. 

Understands the cues that 

suggest a change in approach 

is needed; adopts new 

behaviors accordingly. 

Identifies even subtle cues that 

indicate the need to adapt; 

deploys a wide range of 

behaviors to stay effective. 

Adapts to changing 

needs, conditions, 

priorities, or 

opportunities 

Continues to follow the same 

path despite new demands, 

conditions, priorities, or 

opportunities. 

Takes steps to adapt to 

changing needs, conditions, 

priorities, or opportunities. 

Quickly adapts to a diverse 

array of changing needs, 

conditions, priorities, or 

opportunities. 

Monitors how well 

approach is working to 

see if change is needed 

Assumes what has worked in 

the past will keep working; 

does not take steps to see if a 

change is needed. 

Keeps track of outcomes to 

determine when a change in 

approach is necessary. 

Assesses current performance 

and looks to the future; 

forecasts when change may be 

necessary. 
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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 

Is honest and 

straightforward when 

working with others 

May withhold or distort the truth 

at times; may be uncomfortable 

being direct or appear to have 

hidden motives. 

Builds trust by maintaining an 

honest and straightforward 

approach with people. 

Is consistently honest and 

straightforward when working 

with others; shares 

uncomfortable information in a 

clear and helpful manner. 

Honors agreements and 

commitments, even when 

working through 

competing priorities 

Occasionally overcommits or 

doesn’t follow through when 

dealing with competing 

priorities. 

Instills trust by following 

through on agreements and 

commitments despite 

competing priorities. 

Can be fully counted on to 

honor agreements and 

commitments while managing 

competing priorities; puts in 

extra time and effort when 

needed. 

Shows consistency 

between words and 

actions 

At times, actions do not match 

words; may not practice what 

he/she preaches. 

Demonstrates consistency 

between what is said and what 

is done. 

Is a trusted role model for team 

members, showing consistency 

between words and actions in 

various situations. 

Maintains integrity and 

professional codes of 

conduct 

May overlook or ignore some 

standards or professional 

codes of conduct. 

Demonstrates integrity, 

upholding professional codes 

of conduct. 

Establishes a solid reputation 

for integrity by maintaining high 

ethical standards and 

professional codes of conduct. 
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