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The objective is to have employees with the 

capabilities, commitment and behaviors needed for 

current and future organizational success.

One way to approach that task is with a so called Talent 

Grid. One axis represents potential, from limited to high. 

The other represents actual performance, from those who 

score satisfactory to those who are excellent. 

That grid yields nine locations from “Under Performer” to 

“Top Talent.” As you assign your direct reports to a 

position in that matrix, you are taking the first steps in 

determining which development focus an employee 

requires. Since the grid has nine ‘boxes’ is it often referred 

to as the 9box grid.

As part of the growth planning process, we look at 

reviewing employees against performance and potential

By looking at where employees sit in the grid it helps us to 

understand how best to support them in their development 

to reach their full potential in the wider Marel.

Talent Mapping

This talent grid should be used when identifying 

employees who will be nominated as successors for key 

positions in Marel and employees who will be part of 

talent pools  and development programs.
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Rating performance is probably the easy part. All Marel employees should have performance reviews where specific work 

objectives and on-going job responsibilities are set and achievement is reviewed. As part of growth planning performance 

fits into three levels when trying to identify where someone aligns to the Talent grid. Please be aware: Translating the 4 

point scale into the grid is not exact science. The table should be used for guidance.

How to rate the Performance Axis 

Partially Meets Solid Results Exceptional Results

Year End

2017

1. Unsatisfactory 2. Satisfactory

3. Good

4. Excellent

New scale 1. Unsatisfactory 2 Satisfactory

3. Good

4. Very Good

5. Excellent

Short 

description

Actual achievement, contribution and results are 

below what is normally expected in the role

Actual achievement, contribution and results are 

in line with what is normally expected in the role

Actual achievement, contribution and results 

are considerably beyond what is normally 

expected in the role

Insights Employees can evidence that they have met some 

of the objectives / tasks / on-going job 

responsibilities set for them, but usually not most of 

them. This can be for a variety of reasons that 

need to be explored further with the individual.

Employees are clearly and unambiguously able 

to evidence how they are meeting their 

objectives / tasks / on-going job responsibilities 

set out for them and the demands within their 

role (e.g. completed a project, providing a 

service etc.) Employees here will be given 

objectives / tasks / on-going work 

responsibilities and simply deliver them with 

little, if any supervision.

Employees not only evidence how they have 

met the expectations of the work objectives / 

tasks / on-going job responsibilities that they 

have been set, they show how they take 

them all to the next level with their own 

individual flavors. Employees here only need 

to be given the vision/high level expectations 

of what needs to be achieved, and they do 

the rest, making it all into a reality, bringing 

their own flare and added value.



Effectively demonstrates required TT behavior

Moderate potential employees are employees who 
display a reasonable amount (about half) of the 
observable behavior's or all of them but not 
consistently 

Observable behavior list: Top Talent (TT)

• Role model for Marel Values

• An enterprising spirit, leave comfort zone for risky assignment

• Uses Customer, market and industry insights for all decisions

• Standardizes and harmonizes approaches

• Makes fast and fact based decisions

• Acts proactively and seizes opportunities

• Eliminates Roadblocks by finding alternative solutions

• Challenges the status quo in order to improve results

• Takes informed risks and learns from mistakes

• Takes and provides freedom of actions

• Delivers short term results while committing to long term investments and 

plans

• Holds self and others accountable for delivering high performance

• Delivers results by setting measurable targets and clear responsibilities

• Recognizes success and rewards success at any scale

• Invests in developing him/herself and others

• Encourages a culture of feedback throughout Marel

• Builds teams to ensure breakthrough thinking

• Strives for improvement, keeps big picture in mind

How to rate the Potential Axis

Demonstrates TT behavior at exceptional level

High potentials are employees who display 80% or 
more observable behavior's in a consistent manner 
across all behaviors. None should be significantly 

weaker.

High Potential

Moderate 
Potential

Fails to demonstrate the required TT behaviour

Low potentials are employees who display 20% or 
less of the observable behaviors

Low Potential

Rating Potential is a little more complicated than performance. 

It focusses on behavior. Therefor it is  essential to take our 

values and the observable behavior's list as reference. The list 

of  “Observable Behaviors” will help managers and HR to have 

a more tangible assessment of the “potential”



The Marel Talent Matrix
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High Potential



Definition

Has mastered current role and is ready (and anticipating) a new 

challenge. Next steps are to provide greater scale and/or scope or 

a new assignment which will stretch them in a significant way or 

will provide new or missing skills. Retention is critical. These are 

the future leaders of the company.

Characteristics

• Highest levels of performance and potential

• Role models behaviors that align to Marel’s values

• Demonstrates mastery of current job/assignment

• Is relied on to always deliver

• Aspires to progress

• True Marel asset

• First call to fill critical or emergency positions

Development focus: Stretch

• Thank these employees and show them they are valued

• Access leadership development to support preparation for 

step change

• Future role, exposure to ‘acting/step up’ posts

• Identify ‘appropriate career path

• Stretch assignments, giving depth and breadth of experience

• Reinforce value of individual to organization, use praise and 

recognition appropriately

• Raise profile and exposure

• Use their skills to ‘give back’ in developing others in the wider 

Marel

Example development interventions

• High profile presentations / exposure

• Cross functional assignments

• Stretch project / assignment outside comfort zone

• Develop skills / knowledge – next role

• Further education

• 360 degree feedback / self awareness

• Mentoring (self and others) 

Top Talent – High Performer / High Potential 



Definition

A valuable asset for the future. There is still room for maximizing 

performance in current role; potential many not be fully realized 

yet. Focus on increasing performance contribution to high, after 

which greater challenge and/or broader scope are likely.

Characteristics

• Individual with high potential

• Good or excellent performance, can step up to be ad interim 

for higher roles when needed

• Demonstrates good professional behaviors

• Has the ability and potential to be Current start or Top Talent

• Aspires and has ambition

• Critical thinking ability

• May not utilize others optimal

• Demonstrates Top Talent behavior

Development focus: Stretch

• Thank these employees and make them feel valued

• Potential to access wider leadership development, but this 

has to be right for them

• Current role development

• Increase current performance/delivery and stretching in 

current role to do this

• Discuss future ambition/aspirations

• Specific competencies, experience and learning needed for 

future roles

• Use their skills to ‘give back’ in developing others in the wider 

organization

Example development interventions

• Manage personal growth, coaching 1:1

• Stretch project / assignment outside comfort zone

• Develop skills / knowledge – next role

• Assist in developing others

• Job rotation

• Further education

• 360 degree feedback / self awareness

Future Star– Moderate Performer / High Potential 



Definition

Is exceeding performance expectations and is a good candidate 

for growth and development. Employee development should focus 

on specific gaps – i.e. What is needed to broaden or to move to 

the next level of responsibility..

Characteristics

• High performance with consistency of results across a variety 

of assignments

• Role models professional behaviors aligned to their role and 

wider Marel 

• Flexible, could fill short term gaps into higher roles 

• Moderate potential, balancing ambition and capacity to move

• likely to shift to key or high professional position over time

• Individually competent and high confidence

Development focus: Stretch / Develop

• Thank these employees and make them feel valued for the 

great job they are doing

• Motivational stretch to enhance fulfilment – opportunities to try 

something different?

• Further developments in role giving both breadth and depth of 

experience

• Identify ‘appropriate’ career path and options

• Reinforce value of individual to Marel, use praise and 

recognition to help them shine

• Potential ‘give back’ to use their skills to develop others

Example development interventions

• Projects – working outside functional expertise; working on a 

failed project in a recovery phase

• Projects to develop competencies and develop further depth 

and breadth of experience

• Projects – using existing strengths with future orientation

• Develop skills / knowledge / competencies – current role

• Coaching 1:1

• Develop business acumen

Current Star– High Performer / Moderate Potential 



Definition

Has potential for increased accountabilities and is meeting current 

performance expectations. Development focus; increase 

performance contribution to „high“ with further assessment of 

potential growth.

Characteristics

• Good well rounded performance

• Focus on immediate issues

• Good professional behaviors in line with role requirements 

• Reliably meets expectations – a ‘go to’ person

• Moderate potential over time, but likely to be very happy doing 

the job they are doing 

• Solid, steady team member who can be relied upon, often 

going unnoticed

Development focus: Stretch

• Make them feel valued for the good job they are doing

• Current role and development opportunities e.g. acting-up 

arrangements

• Enhance current performance

• Discuss future aspirations and ambition

• Consider developmental assignment

• Identify factors which motivate or de-motivate individual and 

affect performance

Example development interventions

• 360 degree feedback

• Development to improve current performance

• Mentoring (as mentee) 

• Coaching 1:1

• Projects that address development areas

• Presentation skills and personal branding

• People management skills

Key Player – Moderate Performance and Moderate Potential



Definition

A strong performer but unlikely to move to a higher level role. 

Engagement will be important for continued motivation and 

retention. May be of real value for developing others. Professional, 

business, or content expert may fall into this box.

Characteristics

• High performance in own field

• High personal work ethic

• Reliable and consistent results, often bringing own flare to 

tasks given

• Role models professional behaviors

• Shows upward potential, but likely happy being expert in own 

field

• Skills which can be harnessed to support others

• Low ability to delegate

Development focus: Develop

• Reinforce their value to organisation – thank, praise and 

encourage them

• Stretch opportunities out of field to broaden experience

• Aspirations and exposure to wider networks and thinking

• Using these employees to support other people’s 

development

Example development interventions

• Further professional qualification to enhance role

• Manage current performance

• Ensure feedback is given

• Mentoring

• Coaching

• Exposure

• Robust development planning

• Job Rotation

High Professional – High Performance / Low Potential



Definition

Consistent contributor, but shows limited potential. Focus on 

maximizing performance while assessing future potential and/or a 

more suitable role. May need a plan for a successor. In some 

cases, if performance declines or is blocked, retention may be 

reviewed.

Characteristics

• Reliable performance delivering what’s expected

• Behaves in a way that is professional to their role 

• Not showing upward potential, and likely to be happy doing 

the good job they are doing

• Meets experience needed to do a good job

• Can be ‘traditional thinker’

• Low levels of initiative

Development focus: Observe

• Thank these individuals for their reliable contribution to Marel

• Current role development

• Improve strengths and motivation/ambition to go further

• Increase current performance in role

• l Stretch projects to evidence ability

Example development interventions

• Build skills / knowledge required for current role

• Further professional qualification to enhance role e.g. project 

management, change management etc.

• Manage current performance

• Ensure feedback is given

• Mentoring

• Coaching

• Increase exposure

Solid Performer
Moderate Performance / Low Potential



Definition

May be an individual who has recently been promoted and hasn‘t 

had the opportunity to demonstrate higher performance. Focus on 

coaching and a solid development plan. If an individual has been 

in the role for some time, there may be a serious issue (derailer).

Characteristics

• l Has potential, but low level performance and or/behaviors 

that are required within the role 

• Employee can be in transition having started in a new position

inexperience or lack of competences for new role

• They need time and dedicated support to achieve their full 

performance  within their current role and become starts

• Possibly lacks drive or motivation for role which needs 

exploring / may not feel valued

• Strengths and values may be misaligned with current role

• Some sparks of brilliance which need harnessing

• Demonstrates Top Talent behavior

Development focus: Develop

• Current role, skills and behaviours to be able to do a great job 

in role

• Motivate, mentor and coach – make them feel valued

• Direction and support and opportunities to bring their own flare 

to the new role (if applicable)

• l Development plan to improve performance and demonstrate 

potential over the next 12 months

Example development interventions

• On-going feedback – support with knowing when doing a 

good job and when to improve/enhance

• Encouragement to keep on going and gain organizational 

exposure –sometimes it’s just about getting experience on the 

job to master it

• Coaching / buddying on the job

• Monthly contact to assess / re-assess and keep on track 

• Basic knowledge and skills training

• Realistic management of time scales and expectations

• Knowledge in problem areas

Diamond in the Rough
Low Performer / High Potential



Definition

Shows some potential but performance is considered low. Focus 

on reasons for low performance and actions to improve it. If there 

isn´t an improvement, potential should be reassessed and a 

performance improvement plan put in place.

Characteristics

• Low performance but showing moderate potential over time

• Behaviors may not fully align to their current professional role 

• Work at slow and steady pace, 

• Less prepared to take risks

• Needs pushing and development – may be bored or under 

used

• Could be in the wrong job

Development focus: Development

• Understand what motivates them and check they feel valued

• Current role and factors that could motivate the individual 

more

• Assess their strengths and if they align to their current role

• Ambition discussion

• Current performance and future improvements/alignment to 

role

Example development interventions

• Identify interventions to motivate, engage and feel valued to 

maximise their performance and behaviours in current role

• Review strengths – do they align to what they are doing?

• Open conversation and role review – is it aligned to their 

skills?

• 360 degree and other feedback mechanisms to understand 

behaviours and alignment to role

• Swift action on improvement plan with tight timescales

• Coaching for performance, hands on projects

• Career counselling

Inconsistent Player
Low Performance – Moderate Potential



Definition

Not meeting performance expectations and demonstrates limited 

potential. Focus should be on significant performance 

improvement or finding a more suitable role (internal or external).

Characteristics

• low level performance and or/behaviors that are required 

within the role 

• Need support to bring out their potential and potential

• Possibly lacks drive or motivation for role which needs 

exploring / may not feel valued

• Strengths and values may be misaligned with current role

• Low Morale, self esteem

• Negative attitude at times

Development focus: Observe / Exit

• Current role development to be able to perform professionally

• Support the employee in feeling valued

• Use appropriate performance/development improvement plan

• Understand aspirations, motivators and work importance

• Assess strengths and if they align to current role, or potentially 

elsewhere

• Remember that people’s strengths shine when they get 

matched to a role they resonate with

Example development interventions

• Self awareness

• Clearly define the areas of poor performance, measured 

against criteria.

• Develop agreed plan with individual with key actions and 

timescales for delivery

• Have monitoring process in place for delivery plan

• Manager to give regular feedback on performance

• Formalised performance management dependent upon time 

scale – the appropriate formal procedure should be applied

Under Performer
Low Performance / Low Potential



Definition

A transition employee. Someone who has recently started (0-12 

months) in their job, who is still developing through their induction 

period to understand performance expectations and what they 

need to achieve, and also how best to achieve 

• No expectation on being expert in role.

• Exploring what they bring to the role (their strengths) and any 

gaps to be able to perform (development areas)

• Understanding behaviours expected within the role and how 

to ‘demonstrate’ and ‘model’ these.

Development focus: Grow

• Reassure, give praise/feedback as they develop into role to 

make them feel valued and motivated

• On-going, increased and targeted time out with them (at least 

monthly) to support their understanding of the role, what they 

bring, what they may need to develop, and behaviours

associated with it to become a core employee and role model.

• Support available from more experienced staff and the team

• Support them in exploring and understanding their new 

challenges and grow in role and how to overcome these

• Skills development required to master technical expertise

Example development interventions

• formal and structured induction/preceptorship period and plan. 

Setting clear objectives (performance and developmental) 

• Encouragement to get feedback from others (e.g. 360 degree 

review – what’s it like working with me, what strengths do you 

see, what development areas do I have?) 

• On-going feedback from manager - support with knowing 

when doing a good job and when to improve/enhance – what 

they are achieving (performance), and how they are achieving 

it (behaviors) 

• Coaching / buddying on the job 

• Mentoring for technical aspects of the role from experienced 

staff 

• Formal technical skills training 

• Self-development opportunities and timeout to better 

understand self / self growth / higher insight. 

Grey (new to the role) 



Appendix II Blanc Talent Matrix
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