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In fast-moving organisations, job titles rarely tell the full story. Two people with
the same title can have vastly different skill sets, strengths, and development
needs. Without clear visibility of capability, businesses risk making decisions
based on assumption rather than evidence leading to misaligned hiring, stalled
progression, and avoidable performance gaps.

A skills matrix provides a clear, structured way to understand what skills exist
within your organisation, where gaps sit, and how to plan for the future. This
guide explains how employers can use a skills matrix as a practical business tool,
not an HR exercise  to support hiring, development, succession planning, and
long-term performance.

Introduction

Unlocking Talent in Real Estate

As businesses grow, complexity increases:
Teams expand
Roles evolve
Responsibilities overlap
Expectations rise

Without a clear view of skills, organisations often:
Overhire instead of upskilling
Promote based on tenure rather than capability
Miss early warning signs of skills gaps
Struggle to plan for succession or growth

Why Skills Visibility
Matters 01

A skills matrix brings clarity and objectivity, helping leaders

make better decisions with confidence.



A skills matrix is a structured framework that maps:
The skills required for a role or team
The current proficiency level of each individual
Where strengths, gaps, and development opportunities exist

It is not:
A performance review
A ranking exercise
A one-off spreadsheet completed and forgotten
A substitute for good management

What a Skills Matrix Is
(and What It Isn’t) 02

03
Many organisations attempt to introduce a skills matrix but struggle to see value
because they:

Overcomplicate the framework
Include too many skills, diluting focus
Confuse seniority with proficiency
Rely solely on self-assessment
Fail to update the matrix regularly
Treat it as an HR-only initiative

The Most Common
 Mistakes Employers Make
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When used properly, a skills matrix supports development, not

judgement.

A successful skills matrix is simple, relevant, and actively used.



04 The Core Components of
an Effective Skills Matrix

A strong skills matrix typically includes four key elements:
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1. Clear Skill Categories

Skills should be grouped logically, such as:
Technical / role-specific skills
Commercial and strategic skills
Communication and stakeholder management
Leadership and behavioural capabilities

Each skill should be assessed against clear, consistent levels, for example:
Basic awareness
Working knowledge
Proficient
Advanced
Expert

What matters most is that each level is clearly defined and understood.

2. Defined Proficiency Levels

Ratings should be grounded in:
Demonstrated behaviour
Delivery outcomes
Real examples — not perception alone

3. Evidence-Based Assessment

The most accurate matrices are built through manager and employee input, creating
alignment and buy-in.

4. Shared Ownership



How to Build a 
Skills Matrix (Step-by-Step) 05
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Step 1: Define Role-Critical Skills

Focus on what truly drives performance in the role — not a long wish list.
Ask:

What skills are essential to succeed?
What differentiates strong performers from average ones?

Agree what “good” looks like at each level to ensure consistency across teams.

Step 2: Set Proficiency Definitions

Use a combination of:
Manager assessment
Employee self-reflection
Evidence from delivery and outcomes

Step 3: Assess Current Capability

The value of a skills matrix lies in comparison:
Individual vs role requirements
Team capability vs business needs

Step 4: Identify Strengths and Gaps

A skills matrix should inform:
Development plans
Training investment
Hiring priorities
Succession planning

If it doesn’t drive action, it’s just data.

Step 5: Link to Action



Hiring
Clarifies what skills are missing internally and what to hire for.

Development
Identifies targeted learning opportunities rather than generic training.

Performance Conversations
Creates objective, evidence-based discussions.

Succession Planning
Highlights readiness for progression and leadership.

Workforce Planning
Supports smarter decisions as the business grows or restructures.

How Employers Should
Use a Skills Matrix 06

07
Transparency is key.
Employees should understand:

Why the matrix exists
How it will be used
How it supports their development

Creating a Positive
Skills Conversation
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When positioned correctly, a skills matrix builds trust, clarity,

and motivation rather than defensiveness.

When embedded properly, a skills matrix supports multiple areas

of the business:



Skill Matrix Template
To support this guide, we’ve created a practical Skills Matrix Template that employers can use to map
capability at both individual and team level.

The template is designed to be:
Easy to complete and review
Flexible across roles and seniority
Suitable for regular updates
Aligned with development and performance conversations

It provides a clear structure for recording skills, proficiency levels, and development priorities —
turning insight into action.

👉 Download the Skills Matrix Template

How to Use the Skills Matrix Template
The Skills Matrix is designed to be a practical working tool, not a one-off exercise. Used correctly, it
provides clear visibility of capability, highlights development priorities, and supports better hiring and
workforce decisions.

Below is a simple, step-by-step approach to using the template effectively.

Before completing the matrix, be clear on:
The team, role, or function being reviewed
The purpose of the exercise (development planning, workforce planning, succession,
hiring support)

Avoid trying to capture every possible skill. Focus on the skills that directly impact
performance and delivery.

1. Define the Scope
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https://static.showit.co/file/3igiXLMd47qR3qfaSDHCxg/328250/skills_matrix.docx


List the core skills required for success in the role or team, grouping them into clear
categories such as:

Technical / role-specific skills
Commercial and strategic skills
Communication and stakeholder management
Leadership and behavioural skills

Keep the list concise — clarity matters more than volume.

2. Identify the Key Skills

For each skill, agree the required level using the 1–5 scale provided in the template:
1 = Basic awareness
2 = Working knowledge
3 = Competent
4 = Advanced
5 = Expert

This represents what the role or team needs, not what individuals currently have.

3. Agree the Required Skill Level

Assess the current skill level for each individual using evidence rather than perception.
Base assessments on:

Demonstrated experience
Quality of delivery
Ability to operate independently
Real examples and outcomes

Where possible, combine manager assessment with employee input to ensure accuracy
and alignment

4. Assess Current Capability

Where the current level falls below the required level, record this as a skills gap.
For each gap:

Note the potential impact on delivery or performance
Agree whether the gap should be addressed through development, coaching, or hiring
Prioritise actions realistically

Not all gaps need immediate action — focus on what matters most.

5. Identify Gaps and Priorities
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Use the Development Action column to capture:
Targeted training or learning
Stretch assignments or project exposure
Coaching or mentoring support
Knowledge-sharing within the team

This turns the matrix from a diagnostic tool into a development plan.

6. Define Development Actions

A skills matrix should be reviewed:
During performance or development reviews
When roles or responsibilities change
As the business grows or restructures

Regular review ensures the matrix remains relevant, accurate, and valuable.

7. Review and Update Regularly

The greatest value comes from how the matrix is used.
It should inform:

Training investment
Hiring priorities
Succession planning
Team structure and resourcing decisions

When skills data feeds into decisions, workforce planning becomes proactive rather than
reactive.

8. Use the Matrix to Inform Decisions
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Final Thoughts
Strong teams are built intentionally. A skills matrix gives leaders visibility, structure, and

confidence — helping them move from reactive decisions to strategic workforce planning.

When skills are clearly understood, development becomes targeted, hiring becomes
smarter, and people are given the clarity they need to grow. Because sustainable

performance isn’t about titles — it’s about capability.


