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	ORGANISATION
	[Organisation Name]

	FRAMEWORK VERSION
	Version 2.0

	DATE ADOPTED
	[Date]

	REVIEW DATE
	[Date - recommend annual review]

	FRAMEWORK OWNER
	[HR / People Director]

	SCOPE
	All employees - Foundation, Management and Leadership levels



▪  How to use this framework

This competency framework defines the behaviours, skills and knowledge expected of employees at each level of the organisation. It supports fair, objective and consistent decision-making across the full people management lifecycle - recruitment and selection, performance management, learning and development and career progression.

Each competency is defined and described across three role levels: Foundation (all employees), Management (those with supervisory or people management responsibility) and Leadership (senior leaders, directors and executives). Select the competencies most relevant to each role. Not all competencies will be equally relevant to every position.

Not every competency will apply equally to every role. Organisations should select the competencies and proficiency levels most appropriate to the responsibilities of each position, and adapt, add or remove competencies to reflect their own values, sector and strategic priorities.
SECTION 01
Framework Overview

A competency framework defines the specific behaviours, skills, knowledge and attributes required for employees to perform effectively and contribute to organisational success. It provides a consistent and shared language for people management across the full employee lifecycle from attraction and selection through to development, performance management and succession.

Competency frameworks should support both recruitment decisions and employee development, rather than being used solely as assessment tools. The most effective frameworks create a virtuous cycle helping organisations hire the right people, develop them well and retain them for longer.

This framework is designed to evolve over time. As organisational strategy, technology and ways of working change, the framework should be reviewed and updated to reflect the capabilities required for future success not just the ones that have historically defined performance.



▪  Three Clusters

Core Competencies (C1 - C6)  Applicable to all employees regardless of level or function.

Management Competencies (M1 - M4)  Applicable to those with supervisory or people management responsibility; used in addition to Core Competencies.

Leadership Competencies  Embedded within the Leadership level of each card; applied to senior leaders, directors and executives.

▪  Three Role Levels

Foundation Level  Expected of all employees. Focuses on individual performance, professional conduct, collaboration and personal effectiveness.

Management Level  Expected of team leaders, supervisors and managers. Focuses on delivering through others, developing capability and driving performance.

Leadership Level  Expected of senior leaders and directors. Focuses on strategic influence, organisational culture, external relationships and long-term thinking.

▪  Values Alignment

Competencies should align with and reinforce the organisation's values and culture. The behaviours described in this framework are most powerful when they reflect who the organisation genuinely wants to be - not simply what has historically been rewarded. Review this framework alongside your organisation's values statement to ensure consistency and authenticity.

▪  Proficiency Scale

In addition to the three role levels, each competency can be assessed against the following proficiency scale. This is particularly useful in performance reviews, development planning and calibration discussions.

	DEVELOPING
	EFFECTIVE
	ADVANCED

	Building capability; requires guidance and support to meet the full behavioural standard consistently.
	Consistently meets the behavioural standard; demonstrates competency reliably across most situations.
	Consistently exceeds the standard; role-models the competency and develops it in others.





SECTION 02
Using the Framework in Practice

Defining competencies is only the starting point. The real value of a competency framework lies in how it is applied consistently and fairly across the organisation. This section provides practical guidance for managers and HR professionals on how to assess, calibrate and develop competencies effectively.

▪  How to Assess Competencies

Competencies should be assessed using a combination of sources - no single method provides a complete picture. The following approaches, used together, provide the most reliable and fair assessment:

	METHOD
	WHAT TO LOOK FOR

	Behavioural interview questions
	Specific, evidenced examples using the STAR framework (Situation, Task, Action, Result). Focus on real past behaviour, not hypothetical responses.

	Performance discussions
	Patterns of behaviour observed over time. Annual appraisals and regular one-to-ones provide ongoing evidence of consistency and development.

	Observed workplace behaviours
	Day-to-day conduct witnessed directly by managers and colleagues - how someone communicates, collaborates, handles setbacks and makes decisions in practice.

	Stakeholder and peer feedback
	360-degree feedback, upward feedback and peer input - useful for identifying blind spots and behaviours not visible to the direct line manager alone.

	Objective performance evidence
	Measurable outcomes - delivery against targets, project results, quality of work, error rates, customer satisfaction - that support or challenge behavioural observations.

	Psychometric assessment
	Tools such as DiSC, Belbin Team Roles and reasoning assessments provide an additional, objective layer of behavioural and cognitive insight - particularly valuable in selection and development contexts.

	Development reviews
	Structured conversations focused on growth - reviewing progress against development goals, identifying gaps and agreeing future focus areas.



▪  Focus on Patterns, Not Isolated Incidents

Assessment should focus on consistent patterns of behaviour over time rather than isolated examples. A single outstanding performance or a one-off failure is rarely representative. Ask: is this how this person typically behaves? Is there a recurring theme across different situations and relationships? Reliable competency assessment requires multiple data points observed across different contexts.

▪  Inclusion and Neurodiversity Awareness

Competencies should be assessed based on the effectiveness of behaviour and outcomes rather than personality style, communication preference or working pattern. A person who is more introverted may demonstrate excellent collaboration through thoughtful written communication rather than vocal participation in meetings. A neurodivergent employee may demonstrate exceptional analytical capability or creative thinking in ways that differ from neurotypical norms. Assessors should look for the intent and impact of behaviour, not simply its surface presentation.


▪  Calibration and Consistency

Managers should regularly calibrate competency assessments with HR and peers to support consistency and fairness across teams. Calibration sessions, in which managers discuss and align their ratings, reduce the impact of individual bias, ensure that standards are being applied consistently, and surface any patterns of under- or over-rating that may disadvantage particular groups. Calibration is particularly important before significant decisions such as pay reviews, promotions or redundancy selection.

▪  Potential Overuse and Derailers

Strengths applied excessively or in the wrong context can become counterproductive. This is a common and underappreciated leadership risk. Each competency card in this framework includes a brief 'potential overuse' note to prompt reflection. These are not warnings, they are signals to watch for when a genuine strength begins to limit rather than enhance performance or relationships.

Examples of overuse in practice

•  A leader high in accountability may tip into micromanagement, reducing team autonomy and slowing decision-making.
•  A leader high in resilience may push through when adaptation is needed, becoming inflexible in the face of change.
•  A leader high in decisiveness may move too quickly, making impulsive calls without adequate consultation or data.
The goal is not to diminish these strengths. It is to apply them with awareness and proportionality.
SECTION 03
Core Competencies

The following competencies apply to all employees across the organisation, regardless of role or seniority. Behavioural expectations are described at each of the three levels; Foundation, Management and Leadership. Each card also includes a 'potential overuse' note to support reflective self-assessment and coaching conversations.

C1   COMMUNICATION AND COLLABORATION

The ability to communicate clearly, listen actively and work effectively with others to achieve shared goals.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Communicates clearly and concisely in writing and verbally
•  Listens attentively and checks understanding
•  Shares relevant information openly with colleagues
•  Treats colleagues with respect and professionalism
	•  Adapts communication style to suit different audiences
•  Facilitates effective team discussions and meetings
•  Proactively shares information across the organisation
•  Builds and maintains productive working relationships across teams
	•  Sets the tone for open, transparent communication across the organisation
•  Communicates complex or sensitive information with clarity and confidence
•  Fosters a culture where ideas and challenge are welcomed
•  Builds relationships at board, executive and external stakeholder level



⚠  Potential overuse:  Over-communication or information overload can overwhelm teams; an excessive drive for consensus can slow decision-making and dilute accountability.
C2   CUSTOMER AND SERVICE FOCUS

Commitment to understanding and meeting the needs of internal and external customers and stakeholders, consistently delivering high-quality service.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Understands the needs and expectations of customers
•  Delivers work to a high standard within agreed timescales
•  Responds to feedback and acts to resolve issues
•  Goes beyond the minimum to exceed expectations where possible
	•  Sets and monitors service standards within their team
•  Anticipates customer needs and adapts service delivery accordingly
•  Builds strong, trusted relationships with key clients and stakeholders
•  Uses customer feedback to drive continuous improvement
	•  Sets the strategic vision for customer experience across the organisation
•  Champions a customer-first culture at all levels
•  Builds and maintains relationships with key external partners and clients
•  Develops and monitors organisational performance against customer metrics



⚠  Potential overuse:  Excessive focus on external customers at the expense of internal teams can create unsustainable expectations, boundary issues or burnout, particularly where promises outpace capacity.

C3   PERSONAL EFFECTIVENESS AND ACCOUNTABILITY

Taking ownership of responsibilities, managing workload effectively, maintaining high standards and consistently delivering results.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Takes ownership of tasks and delivers on commitments
•  Manages own time and priorities effectively
•  Acknowledges mistakes and learns from them
•  Demonstrates a positive, can-do approach to challenges
	•  Holds themselves and their team accountable for delivery
•  Plans and manages team workload and priorities effectively
•  Models a culture of accountability and high standards
•  Identifies and removes barriers to performance
	•  Creates an organisational culture where accountability is embedded
•  Sets ambitious goals and drives performance across the organisation
•  Demonstrates personal resilience and models composure under pressure
•  Makes difficult decisions and takes responsibility for outcomes



⚠  Potential overuse:  High accountability can become micromanagement, reducing trust, autonomy and motivation in the team. Applied at scale, an excessive focus on delivery can crowd out longer-term strategic thinking.



C4   PROBLEM SOLVING AND DECISION MAKING

The ability to analyse situations, identify solutions and make well-reasoned decisions in a timely and effective manner.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Identifies problems and proposes practical solutions
•  Gathers relevant information before making decisions
•  Escalates complex issues appropriately
•  Learns from past experience and adapts approach
	•  Solves complex problems using evidence and sound judgement
•  Makes clear, timely decisions even in ambiguous situations
•  Encourages their team to develop problem-solving capability
•  Considers the wider impact of decisions before acting
	•  Makes strategic decisions with significant organisational impact
•  Comfortable making decisions with incomplete information
•  Establishes robust decision-making processes across the organisation
•  Balances risk, opportunity and long-term consequences effectively



⚠  Potential overuse:  Decisiveness can become impulsiveness, moving too quickly without adequate consultation, data or consideration of second-order consequences. Equally, analytical strength can tip into over-analysis and decision avoidance.

C5   INTEGRITY AND VALUES

Behaving with honesty, transparency and respect in all professional interactions, upholding the organisation's values and acting ethically at all times.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Behaves honestly and with integrity in all situations
•  Treats all colleagues and customers with dignity and respect
•  Upholds the organisation's policies and values
•  Speaks up when something does not appear right
	•  Models and promotes ethical behaviour across their team
•  Challenges behaviours that do not reflect the organisation's values
•  Creates an environment where people feel safe to raise concerns
•  Acts consistently and fairly in all people-related decisions
	•  Sets the ethical tone and values-led culture of the organisation
•  Holds the organisation to the highest standards of integrity and transparency
•  Leads with authenticity and demonstrates the organisation's values in all decisions
•  Ensures governance and accountability are embedded across the organisation



⚠  Potential overuse:  Unwavering adherence to personal values, if too rigid, can manifest as inflexibility, moral absolutism or an inability to navigate the pragmatic realities of complex organisational environments.



C6   RESILIENCE, ADAPTABILITY AND CHANGE

Maintaining performance and a positive outlook under pressure, embracing change and adapting effectively to new challenges and ways of working.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Remains focused and productive under pressure
•  Adapts positively to changes in priorities or working practices
•  Shows a willingness to learn and develop
•  Supports colleagues during periods of change or uncertainty
	•  Leads their team through change with clarity and confidence
•  Manages team morale and performance during periods of uncertainty
•  Identifies and addresses resistance to change constructively
•  Promotes a growth mindset and learning culture within the team
	•  Leads organisational transformation with vision and purpose
•  Creates and communicates a compelling case for change
•  Builds organisational resilience and capability for the future
•  Anticipates and manages the strategic impact of major change



⚠  Potential overuse:  High resilience can become inflexibility, persisting with an approach that is no longer serving the organisation, or normalising stress as an expectation rather than addressing its root causes.
SECTION 04
Management Competencies

The following competencies apply to employees with supervisory or management responsibility. They should be assessed in addition to the Core Competencies in Section 3. Select the management competencies most relevant to the specific role and seniority level.

M1   LEADING AND DEVELOPING PEOPLE

Inspiring, developing and empowering team members to perform at their best, building individual and collective capability and supporting career growth.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Provides clear direction and feedback to their team
•  Identifies development needs and supports learning
•  Delegates tasks appropriately and monitors progress
•  Recognises and celebrates individual and team achievement
	•  Coaches and mentors individuals to build long-term capability
•  Manages performance effectively, both strong and underperforming
•  Creates a team culture of trust, inclusion and high performance
•  Actively plans for succession within their team
	•  Builds leadership capability across the organisation
•  Develops and implements people and talent strategies
•  Creates an environment where leaders at all levels are developed and empowered
•  Ensures the organisation has the capability to meet its future ambitions



⚠  Potential overuse:  A strong drive to develop people can tip into over-coaching or over-involvement, removing the challenge and autonomy that enables genuine growth. At scale, it can create dependency rather than self-sufficient leadership.
M2   DRIVING PERFORMANCE AND DELIVERY

Setting clear objectives, maintaining high standards and ensuring the team delivers results effectively, efficiently and to the required quality.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Sets clear, measurable objectives and monitors progress
•  Identifies and removes barriers to team performance
•  Maintains quality standards and ensures accountability
•  Uses data and evidence to track and improve performance
	•  Leads a culture of continuous improvement and high performance
•  Manages competing demands and reprioritises effectively
•  Develops and implements plans to improve team effectiveness
•  Uses KPIs and performance data to drive decision-making
	•  Sets ambitious organisational performance goals aligned to strategy
•  Creates the conditions for sustained high performance at scale
•  Holds senior leaders accountable for performance and delivery
•  Benchmarks the organisation against industry best practice



⚠  Potential overuse:  An intense focus on delivery metrics can crowd out wellbeing, creativity and longer-term thinking. High-performing cultures can tip into high-pressure ones, eroding the conditions that make sustainable performance possible.

M3   STAKEHOLDER AND RELATIONSHIP MANAGEMENT

Building and maintaining productive relationships with a wide range of internal and external stakeholders, influencing effectively and managing conflicting priorities.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Builds positive relationships with colleagues and stakeholders
•  Communicates effectively with different audiences
•  Manages conflicting priorities and competing stakeholder needs
•  Represents their team professionally at all times
	•  Manages complex stakeholder relationships with confidence
•  Influences senior stakeholders and secures buy-in for key decisions
•  Develops and maintains strategic external relationships
•  Navigates organisational politics effectively and constructively
	•  Manages board-level and executive stakeholder relationships
•  Builds long-term strategic partnerships with clients and external bodies
•  Represents the organisation at the highest levels externally
•  Uses political and organisational awareness to drive the strategic agenda



⚠  Potential overuse:  A strong relationship focus can tip into conflict-avoidance, prioritising relationship preservation over honest challenge or necessary difficult decisions. Political awareness can shade into self-interest or selective transparency.



M4   COMMERCIAL AND OPERATIONAL AWARENESS

Understanding the commercial context in which the organisation operates, making sound business decisions and managing resources effectively.

	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	•  Understands the impact of their work on broader business performance
•  Manages resources and budget responsibly within their remit
•  Makes decisions that reflect sound commercial judgement
•  Identifies opportunities to improve efficiency and add value
	•  Develops and manages operational budgets effectively
•  Makes commercially sound decisions that balance risk and opportunity
•  Identifies business development and improvement opportunities
•  Understands and responds to the competitive landscape
	•  Drives commercial strategy and revenue growth at an organisational level
•  Oversees significant budgets and financial performance
•  Evaluates and manages major commercial risks and opportunities
•  Contributes to board-level financial and strategic decision-making



⚠  Potential overuse:  Excessive commercial focus can result in short-term decisions that undermine longer-term capability, culture or relationships. Cost optimisation applied without adequate balance can erode the investment in people and quality that sustains competitive advantage.
SECTION 05
Additional / Bespoke Competencies

Use this section to define competencies specific to your organisation, sector or particular role families. Examples might include technical competencies, sector-specific regulatory knowledge, digital or data literacy, or values-based behaviours that are particularly distinctive to your culture. Apply the same three-level descriptor structure used in Sections 3 and 4.

B1   [COMPETENCY NAME]
[Define the competency here.]
	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	[Add behavioural descriptors here]
	[Add behavioural descriptors here]
	[Add behavioural descriptors here]



B2   [COMPETENCY NAME]
[Define the competency here.]
	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	[Add behavioural descriptors here]
	[Add behavioural descriptors here]
	[Add behavioural descriptors here]



B3   [COMPETENCY NAME]
[Define the competency here.]
	FOUNDATION
	MANAGEMENT
	LEADERSHIP

	[Add behavioural descriptors here]
	[Add behavioural descriptors here]
	[Add behavioural descriptors here]


SECTION 06
Example Role Profiles

The following profiles illustrate how this framework might be applied to five common role types. They are intended as a starting point. Organisations should adapt these profiles to reflect the specific responsibilities, level and context of each position. These are recommended selections, not rigid prescriptions.

Not all competencies are equally critical to every role. A thoughtful selection of around 4 to 7 competencies, assessed rigorously and consistently, is more effective than attempting to assess all competencies for every position.

TEAM LEADER / SUPERVISOR
PRIMARY LEVEL:  MANAGEMENT

	CORE COMPETENCIES
	MANAGEMENT / LEADERSHIP COMPETENCIES

	●  C1 - Communication and Collaboration
●  C3 - Personal Effectiveness and Accountability
●  C5 - Integrity and Values
●  C6 - Resilience, Adaptability and Change
	●  M1 - Leading and Developing People
●  M2 - Driving Performance and Delivery

	RECOMMENDED PROFICIENCY
	KEY STRENGTHS TO PRIORITISE

	Effective across most Core competencies; Developing to Effective on Management competencies
	•  Team motivation and direction
•  Individual feedback and coaching
•  Delivery of team objectives
•  Managing day-to-day performance



HR MANAGER
PRIMARY LEVEL:  MANAGEMENT

	CORE COMPETENCIES
	MANAGEMENT / LEADERSHIP COMPETENCIES

	●  C1 - Communication and Collaboration
●  C3 - Personal Effectiveness and Accountability
●  C4 - Problem Solving and Decision Making
●  C5 - Integrity and Values
	●  M1 - Leading and Developing People
●  M3 - Stakeholder and Relationship Management
●  M4 - Commercial and Operational Awareness

	RECOMMENDED PROFICIENCY
	KEY STRENGTHS TO PRIORITISE

	Effective to Advanced across Core and Management competencies
	•  Confidentiality and ethics
•  Influencing and advising
•  Complex problem resolution
•  Developing people capability





PROJECT MANAGER
PRIMARY LEVEL:  MANAGEMENT

	CORE COMPETENCIES
	MANAGEMENT / LEADERSHIP COMPETENCIES

	●  C1 - Communication and Collaboration
●  C2 - Customer and Service Focus
●  C3 - Personal Effectiveness and Accountability
●  C4 - Problem Solving and Decision Making
	●  M2 - Driving Performance and Delivery
●  M3 - Stakeholder and Relationship Management
●  M4 - Commercial and Operational Awareness

	RECOMMENDED PROFICIENCY
	KEY STRENGTHS TO PRIORITISE

	Advanced on delivery and planning competencies; Effective on people and relationship competencies
	•  Planning and risk management
•  Stakeholder communication
•  Delivery to quality, time and budget
•  Cross-functional collaboration



SALES / BUSINESS DEVELOPMENT MANAGER
PRIMARY LEVEL:  MANAGEMENT

	CORE COMPETENCIES
	MANAGEMENT / LEADERSHIP COMPETENCIES

	●  C1 - Communication and Collaboration
●  C2 - Customer and Service Focus
●  C3 - Personal Effectiveness and Accountability
●  C6 - Resilience, Adaptability and Change
	●  M2 - Driving Performance and Delivery
●  M3 - Stakeholder and Relationship Management
●  M4 - Commercial and Operational Awareness

	RECOMMENDED PROFICIENCY
	KEY STRENGTHS TO PRIORITISE

	Advanced on customer, commercial and relationship competencies
	•  Client relationship building
•  Commercial acumen and pipeline management
•  Resilience under pressure
•  Persuasion and influence



DIRECTOR / SENIOR LEADER
PRIMARY LEVEL:  LEADERSHIP

	CORE COMPETENCIES
	MANAGEMENT / LEADERSHIP COMPETENCIES

	●  C1 - Communication and Collaboration
●  C3 - Personal Effectiveness and Accountability
●  C4 - Problem Solving and Decision Making
●  C5 - Integrity and Values
●  C6 - Resilience, Adaptability and Change
	●  M1 - Leading and Developing People
●  M2 - Driving Performance and Delivery
●  M3 - Stakeholder and Relationship Management
●  M4 - Commercial and Operational Awareness

	RECOMMENDED PROFICIENCY
	KEY STRENGTHS TO PRIORITISE

	Advanced across most competencies; role-models behaviours at Leadership level
	•  Strategic vision and direction
•  Organisational culture and values
•  Senior stakeholder influence
•  Long-term talent and capability development


SECTION 07
Competency Summary Matrix

The matrix below provides an at-a-glance view of which competencies are recommended for each broad role level. Use this as a starting point for role design, recruitment selection criteria and performance framework design.

●  Core / essential for this role level        ○  Recommended / context-dependent

	REF
	COMPETENCY
	FRONTLINE / INDIVIDUAL CONTRIBUTOR
	TEAM LEADER / SUPERVISOR
	MANAGER
	SENIOR LEADER / DIRECTOR

	C1
	Communication and Collaboration
	●
	●
	●
	●

	C2
	Customer and Service Focus
	●
	●
	●
	●

	C3
	Personal Effectiveness and Accountability
	●
	●
	●
	●

	C4
	Problem Solving and Decision Making
	●
	●
	●
	●

	C5
	Integrity and Values
	●
	●
	●
	●

	C6
	Resilience, Adaptability and Change
	●
	●
	●
	●

	M1
	Leading and Developing People
	
	○
	●
	●

	M2
	Driving Performance and Delivery
	
	○
	●
	●

	M3
	Stakeholder and Relationship Management
	
	○
	●
	●

	M4
	Commercial and Operational Awareness
	
	○
	●
	●

	B1
	[Bespoke Competency 1]
	○
	
	
	

	B2
	[Bespoke Competency 2]
	○
	
	
	

	B3
	[Bespoke Competency 3]
	○
	
	
	





SECTION 08
Review and Sign-Off

This framework should be reviewed and approved before adoption. Review annually, following significant organisational change, or when strategic priorities shift sufficiently to alter the capability requirements of key roles.
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