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Purpose: 
The 9-Box Grid helps managers assess employees based on performance and future potential. It is designed to support consistent talent conversations, identify development needs, and inform decisions related to growth opportunities and succession planning.
How to Use the 9-Box Grid
1. Gather Information
· Review recent performance evaluations, goals, and feedback
· Consider multiple perspectives (if available)
2. Assess Performance
· Determine if the employee is currently Low, Moderate, or High performance
3. Assess Potential
· Evaluate growth capacity, not just current role success
· Consider future readiness (not tenure or likability)
4. Place the Employee
· Select the box that best reflects both performance and potential
· Avoid overthinking—focus on best-fit, not perfection
5. Align with Others (if applicable)
· Use in talent discussions to ensure consistency across teams
6. Identify Next Steps
· Assign development actions (stretch assignments, coaching, training)
· Address performance gaps where needed
Important Definitions 
1. Performance = What results are they delivering? 
Questions to ask: 
· Are they consistently meeting or exceeding expectations? 
· How reliable is the quality of their work?
· Do they deliver results independently?
2. Potential = What could they grow into?
3. Questions to ask: 
· Can they take on more complex responsibilities?
· How do they respond to feedback and challenges? 
· Do they show leadership behaviors or initiative? 
9-Box Grid
	
	Low Performance
	Moderate Performance
	High Performance

	High Potential
	Untapped Potential
(High Potential/Low Performance)
	Emerging Talent
(High Potential/Moderate Performance) 
	Future Leader
(High Potential/High Performance) 

	Moderate Potential 
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Recommended Actions by Category 
High Potential 
1. Untapped Potential (High Potential / Low Performance)
· Set clear performance expectations and short-term goals
· Provide frequent coaching and feedback to build consistency
· Identify and remove barriers impacting performance
· Assign targeted development opportunities to strengthen core skills
· Monitor progress closely and adjust support as needed
2. Emerging Talent (High Potential / Moderate Performance)
· Provide stretch assignments or cross-functional opportunities
· Offer skill-building and leadership development
· Coach on consistency and execution
· Increase visibility through projects or presentations
· Begin career path and growth conversations
3. Future Leader (High Potential / High Performance)
· Assign high-impact, strategic projects
· Provide leadership development and mentoring opportunities
· Involve in succession planning discussions
· Offer expanded responsibilities or team leadership experiences
· Focus on retention and engagement strategies
Moderate Potential 
1. Inconsistent Performer (Moderate Potential / Low Performance)
· Clarify role expectations and performance standards
· Provide coaching and structured feedback
· Identify specific performance gaps and improvement areas
· Create a focused development plan
· Monitor progress and provide accountability checkpoints
2. Core Employee (Moderate Potential / Moderate Performance)
· Maintain steady development and skill growth
· Provide recognition for consistent contributions
· Offer incremental growth opportunities (projects, new responsibilities)
· Encourage continued engagement and team collaboration
· Support career stability and role satisfaction
3. High Impact Performer (Moderate Potential / High Performance)
· Leverage as a subject matter expert or go-to resource
· Provide recognition and retention strategies
· Offer lateral development opportunities or specialized projects
· Involve in mentoring or supporting others
· Focus on deepening expertise rather than upward movement
Low Potential 
1. Under Performer (Low Potential / Low Performance)
· Set clear, documented performance expectations
· Provide direct feedback and improvement plan
· Offer support and coaching for essential skills
· Address issues promptly through performance management processes
· Reevaluate role fit if performance does not improve
2. Effective Employee (Low Potential / Moderate Performance)
· Reinforce consistent performance and reliability
· Provide recognition for meeting expectations
· Offer skill-building within current role scope
· Maintain engagement through meaningful work
· Support role satisfaction and stability
3. Trusted Professional (Low Potential / High Performance)
· Recognize as a highly reliable and valued contributor
· Provide autonomy and ownership of work
· Offer opportunities to mentor or support teammates
· Maintain engagement and retention
· Focus on sustaining strong performance over time
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