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Traditional competency matrices 
are no longer sufficient to 
identify and assess the skills 
and abilities of employees. 
By adopting a modern 
competency matrix, 
organizations can take a more 
holistic approach to talent 
management, build more 
effective teams, and achieve 
their strategic objectives more 
effectively.  
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— 
Competency matrix: A multifaceted 
skills-knowledge Depiction 

A competency matrix is
• used by organizations to assess the 

competencies, skills, and knowledge of 
employees. It helps identify skill gaps and 
development areas within a team, and 
thereby assists in making decisions related 
to training, promotion, and hiring. 

• a visual representation that outlines the 
proficiency levels of individuals within a 
specific skill set or competency area. 

• customized to fit the needs of an 
organization and can be used to assess 
technical skills, as well as soft skills  
such as communication, teamwork,  
problem-solving etc.

The Old-School version of Competency 
Mapping  
The traditional approach to the competency 
matrix focuses on assessing an individual’s 
technical skills and expertise in a specific job 
role or function. This approach typically 
involves identifying a list of technical 
competencies or skills required for a particular 
job and assigning proficiency levels to each of 

these competencies based on an individual’s 
experience and knowledge. The proficiency 
levels assigned to each competency are often 
subjective and can vary depending on who is 
conducting the assessment. Typically, the 
proficiency levels are divided into categories 
such as beginner, intermediate, and advanced.

The traditional approach to the competency 
matrix also tends to focus on individual 
assessment rather than taking into account 
the broader organizational context. It may not 
fully capture the range of skills and 
competencies required for success within a 
particular role or function. 

As organizations continue to evolve and 
change, there is a need for a renewed 
perspective on the competency matrix that 
takes into account a broader range of skills 
and competencies better aligned with the 
organization’s culture and strategy. 

Here are some examples of popular types of 
traditional competency matrices:   
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— 
Role-Based Competency Matrix 
This type of matrix identifies the specific technical competencies required for 
different job roles within an organization. It can be used to assess employees’ 
current skills and knowledge, as well as to develop targeted training programs 
to help employees acquire the necessary competencies for their roles. 

Product or Service-Specific Competency 
Matrix: 
This type of matrix focuses on the specific 
technical competencies required to support a 
particular product or service offered by the 
organization. It can be used to ensure that 
employees have the necessary skills and 
knowledge to provide high-quality support to 
customers or clients.

There are several different types of tech competency matrices that organizations can use to 
assess the technical skills of their employees. Some of the most common types include: 

Multi-Dimensional Competency Matrix: 
This type of matrix assesses technical 
competencies across multiple dimensions, 
such as depth of knowledge, complexity, and 
scope. It can be used to provide a more 
nuanced assessment of an employee’s 
technical skills and to identify areas where 
additional training or development may be 
needed.

Competency Novice Intermediate Expert 

Technical Skills 

Communication 
Skills 

Leadership Skills 

Problem-Solving 
Skills 

Adaptability 

Time Management 

Can perform basic 
technical tasks with 
guidance

Communicates 
basic information 
effectively 

Works well on a 
team and takes 
direction 

Can identify and 
report problems 

Requires significant 
guidance to adapt 
to new situations

Requires guidance 
to prioritize tasks 
and manage time 
effectively 

Can perform 
technical tasks 
independently 

Can communicate 
complex information 
clearly and concisely 

Can lead small 
projects or teams 

Can solve problems 
independently 

Can adapt to new 
situations with 
minimal guidance 

Can prioritize tasks 
and manage time 
effectively 

Can solve complex 
technical problems and 
provide guidance to others 

Can influence and 
negotiate with others, 
including stakeholders 

Can lead large teams or 
departments, and has a 
track record of successful 
project management

Can solve complex 
problems and provide 
guidance to others 

Can adapt to new 
situations quickly and 
effectively, and is 
comfortable with 
ambiguity

Can prioritize tasks for 
multiple projects and 
manage time effectively 
for self and others 
ambiguity
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— 
Technical Competency Matrix  
A technical competency matrix is a tool used to assess and measure the 
technical skills and knowledge of individuals within an organization. It typically 
consists of a table that outlines different technical competencies required for 
specific roles or functions within the organization, and the expected proficiency 
levels for each competency - such as programming languages, database 
management, or network administration. It assesses an employee’s proficiency 
in each skill, typically using a scale that ranges from beginner to expert. 

Competency Novice Intermediate Expert 

Programming 

Database 
Management 

Networking 

Cybersecurity 

Adaptability 

DevOps 

Basic 
understanding of 
programming 
concepts 

Can perform basic 
database tasks with 
guidance 

Basic understanding 
of networking 
concepts 

Basic understanding 
of cloud computing 
concepts 

Requires significant 
guidance to adapt 
to new situations

Basic 
understanding of 
DevOps principles 

Proficient in at least 
one programming 
language 

Proficient in SQL and 
can design and 
manage databases 

Proficient in 
configuring and 
troubleshooting 
network devices

Proficient in using 
cloud platforms and 
services

Can adapt to new 
situations with 
minimal guidance 

Proficient in using 
DevOps tools and 
practices 

Expert in multiple 
programming languages 
and can design and 
develop complex software 
systems 

Expert in database 
architecture, optimization, 
and management, and 
can develop complex 
data-driven systems 

Expert in network 
architecture, security, and 
performance optimization 

Expert in cloud 
architecture design, 
migration, and 
management 

Can adapt to new 
situations quickly and 
effectively, and is 
comfortable with 
ambiguity

Expert in designing and 
implementing automated 
continuous integration and 
delivery pipelines 

A technical competency matrix can be used to: 
• Identify skill gaps and areas for 

development 
• Establish clear expectations and 

performance criteria for employees 
• Provide a framework for career progression 

and advancement 
• Facilitate objective performance 

evaluations and feedback 

• Support the design and delivery of training 
and development programs  

Common technical competencies include 
programming, database management, 
networking, cybersecurity, cloud computing, 
and DevOps
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— 
Technological Competency Matrix  
A technology competency matrix typically includes a set of technical skills 
and knowledge areas that are critical for success in the organization’s 
specific technology field. It may include different levels of proficiency for 
each skill or knowledge area, ranging from basic to expert. 

The matrix can be used to assess employees’ 
current technical skills and identify areas 
where they may need further training or 
development. 
 
A technology competency matrix is a tool 
used by organizations to assess the skills and 
knowledge of their employees in specific 
areas of technology. It is designed to help 

organizations identify and assess the 
proficiency of their employees in technical 
competencies required for success in their 
industry or field. It can help organizations to 
build a competitive advantage by developing 
and retaining a skilled workforce that 
is well-equipped to handle the challenges of 
the modern business environment.

Technology Novice Intermediate Expert 

Microsoft Office 
Suite

Project 
Management Tools

Customer 
Relationship 
Management (CRM) 
Systems

Enterprise Resource 
Planning (ERP) 
Systems

Business 
Intelligence (BI) 
Tools

Programming 
Languages and 
Frameworks

Can perform basic 
tasks in Word, Excel, 
and PowerPoint

Can perform basic 
tasks in project 
management 
software

Basic understanding 
of CRM systems and 
can perform basic 
tasks

Basic understanding 
of ERP systems and 
can perform basic 
tasks

Basic understanding 
of BI tools and can 
perform basic tasks

Basic understanding 
of programming 
languages and 
frameworks

Proficient in using 
Word, Excel, and 
PowerPoint for various 
business tasks

Proficient in using 
project management 
software to manage 
tasks and resources

Proficient in using 
CRM systems to 
manage customer 
data and sales 
pipelines

Proficient in using ERP 
systems to manage 
business processes 
such as finance, HR, 
and supply chain

Proficient in using BI 
tools to analyze data 
and generate reports

Proficient in using one 
or more programming 
languages and 
frameworks for 
various business tasks

Expert in advanced 
features and can use VBA 
or other scripting 
languages to automate 
tasks

Expert in using project 
management software to 
manage complex projects, 
and can develop custom 
reports and workflows

Expert in configuring, 
customizing, and 
integrating CRM systems 
with other business 
systems

Expert in configuring, 
customizing, and 
integrating ERP systems 
with other business 
systems

Expert in designing and 
implementing BI solutions, 
and can develop custom 
visualizations and 
dashboards

Expert in developing 
custom software solutions 
using multiple 
programming languages 
and frameworks
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— 
Competency Matrix 5.0
A modern competency matrix is a more holistic approach to assessing an 
individual’s skills and competencies in the workplace. It is better aligned with 
the organization’s culture and strategy. Unlike traditional competency matrices, 
which focus mainly on technical skills, modern competency matrices take a 
broader view of an individual’s abilities, including behavioural competencies, 
cultural fit, and alignment with the organization’s strategy.

Modern competency matrices often include a 
range of competencies, such as technical 
skills, behavioural skills, and business acumen, 
and may be organized around different 
themes, such as digital competencies, 
leadership competencies, or strategic 
competencies.

The goal of a modern competency matrix is to 
provide a more accurate and comprehensive 
picture of an individual’s abilities and potential 
and to help organizations make better 
decisions around hiring, training, and career 
development. By taking a more holistic view of 
an individual’s skills and competencies, 
modern competency matrices can help 
organizations identify high-potential 
employees, provide more targeted training and 
development opportunities, and build more 
effective teams. 

In summary, a modern competency matrix is 
an approach that takes into account the Future 
of Work and the broader range of skills required 
for success in today’s workplace. It provides a 
more comprehensive and nuanced view of an 
individual’s abilities and helps organizations 
make better decisions around talent 
management and development.

Here are some common types of modern 
competency matrices:

Behavioural Competency Matrix
This type of matrix focuses on assessing an 
individual’s behaviours and values, rather than 
just their technical skills. It typically includes 
competencies such as teamwork, adaptability, 
and communication, and assigns proficiency 
levels based on an individual’s ability to 
demonstrate these behaviours in their work.

The Schroder High-Performance Management 
Competency Framework (HPMC) recognises 
individual talent’s unique capabilities and 
strengths based on 4 or 5 behavioural 
parameters in which they excel. The framework 
is based on 11 behaviours - cognitive, 
interpersonal, directional and achieving 
dimensions. Each of them is further divided into 
a scale of 5 levels, 1 being negative and 5 being 
positive use of the trait respectively.
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INVOLVES

Enables openness 
Interactions characterised mutual
respect and interest in what others
think and feel

Facilitates interaction
Active participation in group
discussions and encouragement
of others to contribute

Develops capability
Builds organisational capability by
developing self and supporting the
developing of individuals and teams

THINKS

Seeks information
Undertakes and encourages rich
and broad information gathering
and sharing

Forms concepts
Links information; identifies patterns
and trends; has ideas; creates
solutions that fix root cause

Conceptual agility
Evaluation of alternatives, options
and solutions to find the optimal
answer

INSPIRES

Influences
Uses positive means to influence,
gain buy in and fostery symbiotic
relationships with others

Builds confidence
Creates optimism and confidence
individuals and teams have high
levels of self-belief

Inspiring communicator
Communicates engagingly to
ensure messages are clear,
understood and believed

ACHIEVES

Empowers action
Creates plans that provides clarity
and direction, enabling others to
perform effectively

Measures & monitors
performance
Drives continuous improvement
through the setting of targets and
the monitoring of metrics
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Strategic Competency Matrix
This type of matrix focuses on assessing an 
individual’s ability to think strategically and 
contribute to the organization’s overall strategy. 
It typically includes competencies such as 
innovation, vision, and business acumen, and 
assigns proficiency levels based on an 
individual’s ability to align their work with the 
organization’s strategic objectives.

Cultural Competency Matrix: 
This type of matrix focuses on assessing an 
individual’s ability to work effectively within the 
organization’s culture. It typically includes 
competencies such as diversity and inclusion, 
cultural awareness, and teamwork, and 
assigns proficiency levels based on an 
individual’s ability to work collaboratively with 
colleagues from diverse backgrounds. Robert 
E. Quinn and Kim S. Cameron’s Competing 
Values Framework is a well-known example of 
a cultural competency framework.

Competing Values Framework
Flexibility and discretion

Internal focus
and integration

External focus and
differentiation

Stability and control

Via Kim S. Cameron and Robert E. Quinn 

Clan

Hierarchy

Adhocracy

Market
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Digital Competency Matrix
This type of matrix focuses on assessing an 
individual’s ability to work effectively in a digital 
environment. It typically includes 
competencies such as digital literacy, data 
analysis, and digital communication, and 
assigns proficiency levels based on an 
individual’s ability to use digital tools and 
technologies to support their work.

Entrepreneurial Competency Matrix
This type of matrix focuses on assessing an 
individual’s entrepreneurial mindset and ability 
to identify and pursue new business 
opportunities. It typically includes 
competencies such as creativity, risk-taking, 
and resourcefulness, and assigns proficiency 
levels based on an individual’s ability to drive 
innovation and growth within the organization.

These are but a few examples of the types of 
modern competency matrices that 
organizations may use to assess their 
employees’ skills and competencies. The 
specific types of competencies and proficiency 
levels will vary depending on the organization’s 
needs and the nature of the job roles or 
functions being assessed.

Why modern competency matrix works?
There are several data and facts that can be 
leveraged using an effective application of a 
modern-day competency matrix as it aligns 
more closely with organizational strategy, 
assesses a broader range of competencies, 

improves employee engagement and 
retention, and supports data-driven 
decision-making.

Greater alignment with organizational 
strategy:
According to a study by Deloitte, companies 
that align their talent management practices 
with their strategic objectives is 4.5 times more 
likely to outperform their peers. Modern 
competency matrices are designed to align 
with the organization’s strategy, ensuring that 
employees’ skills and competencies are in line 
with the organization’s goals.

Improved employee engagement
: According to Gallup, companies with high 
levels of employee engagement are 21% more 
profitable than their peers. Modern 
competency matrices can help improve 
employee engagement by providing a clear 
understanding of what is expected of 
employees, and by providing opportunities for 
training and development that align with their 
interests and career goals.

Better retention of high-potential employees
According to a study by Harvard Business 
Review, companies that invest in developing 
their high-potential employees are more likely 
to retain them. Modern competency matrices 
can help identify high-potential employees 
and provide targeted training and 
development opportunities that help retain 
them.
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A broader range of competencies
Modern competency matrices typically include 
a wider range of competencies than traditional 
matrices. According to research by the World 
Economic Forum, the top 10 skills required for 
success in the workplace include both 
technical and soft skills, such as critical 

thinking, creativity, and emotional intelligence.  
By assessing a broader range of 
competencies, modern competency matrices 
provide a more accurate and comprehensive 
view of an individual’s abilities.

— 
Improved decision-making
Modern competency matrices provide a more accurate and comprehensive 
view of an individual’s skills and competencies, which can help organizations 
make better decisions around hiring, promotion, and training. According to 
research by McKinsey, companies that make data-driven decisions are 5% 
more productive and 6% more profitable than their peers.

Competency Title Competency Description Example Behaviours

Strategic Thinking

Collaboration

Communication

Emotional 
Intelligence

Team Management

Ability to think creatively 
and strategically to 
develop and execute 
effective business 
strategies

Ability to work effectively 
with others to achieve 
common goals

Ability to communicate 
clearly and persuasively to 
influence others

Ability to recognize and 
manage one’s own 
emotions and understand 
the emotions of others

Ability to manage and 
develop high-performing 
teams

Develops long-term plans and initiatives 
that align with organizational goals; 
identifies opportunities and threats in 
the external environment; analyses data 
to inform decision-making; 
communicates a clear vision for the 
future.

Builds relationships and networks across 
the organization; seeks input from 
others and incorporates diverse 
perspectives; resolves conflicts and 
facilitates compromise; shares 
knowledge and resources.

Presents information clearly and 
concisely; tailors communication style 
to audience and context; actively listens 
to others and seeks feedback; provides 
constructive feedback and coaching to 
others.

Recognizes and manages one’s own 
emotions effectively; demonstrates 
empathy and understanding of others’ 
perspectives; manages relationships 
with others effectively; uses emotional 
intelligence to build trust and influence 
others.

Sets clear goals and expectations for 
team members; delegates 
responsibilities effectively; provides 
coaching and feedback to team 
members; recognizes and rewards team 
members for their contributions; fosters 
a positive and collaborative team 
culture.
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— 
How to implement a modern 
competency matrix? 
Implementing a new perspective on the competency matrix involves several 
key steps. Here are some general guidelines for implementing a modern 
competency matrix:

Identify the competencies needed for success
The first step is to identify the competencies 
that are critical for success in your 
organization. This may involve conducting  
a needs assessment, reviewing job 
descriptions, and consulting with stakeholders 
to understand the skills and behaviours 
required for different roles.

Develop a competency framework
Once you have identified the competencies 
needed for success, you can develop a 
competency framework that outlines the 
specific skills, behaviours, and attributes that 
are required for each competency. This 
framework should be aligned with the 
organization’s strategy and values and should 
be communicated clearly to all employees.

Assess employees’ competencies
The next step is to assess employees’ 
competencies using the new competency 
matrix. This may involve self-assessments, 
peer assessments, or assessments by 
managers. It is important to use a variety of 
assessment methods to ensure that the results 
are accurate and comprehensive.

Provide feedback and development 
opportunities:
Once employees’ competencies have been 
assessed, it is important to provide them  
with feedback on their strengths and areas 
for improvement. This feedback should be 
specific, actionable, and tied to the 
competency framework. Employees should 
also be provided with opportunities for 
development, such as training, coaching,  
and mentoring.

Integrate the competency matrix into talent 
management processes
The new competency matrix should be 
integrated into talent management  
processes such as recruitment, performance 
management, and career development. This 
will ensure that the organization is selecting, 

developing, and promoting employees based 
on their skills and competencies, rather than 
just their technical abilities.

Monitor and evaluate the effectiveness of the 
competency matrix
Finally, it is important to monitor and evaluate 
the effectiveness of the new competency 
matrix on an ongoing basis. This may involve 
collecting feedback from employees, 
assessing the impact on key performance 
indicators, and making adjustments to the 
competency framework as needed.

Implementing a modern competency matrix 
requires a significant investment of time  
and resources, but it can lead to significant 
improvements in talent management, 
employee engagement, and organizational 
performance. By taking a more holistic view  
of employees’ skills and competencies, 
organizations can build more effective teams 
and achieve their strategic objectives more 
effectively.

In today’s rapidly changing business 
environment, traditional competency  
matrices are no longer sufficient to identify  
and assess the skills and abilities of employees. 
Companies that adopt a modern competency 
matrix are more likely to outperform their 
peers and achieve sustainable organisational 
development. As such, organizations that are 
serious about talent management and 
organizational performance should consider 
adopting a modern competency matrix as part 
of their overall strategy.


