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PERSONAL EXCELLENCE

Commitment
We are persistent in our shared commitment to our goals, our overall mission,  
and to taking care of ourselves, our students and each other.

Outstanding Service
We take pride in delivering a positive and proactive service to our colleagues and 
communities, striving for high quality outcomes and smater ways of working.

Integrity
We insist of honesty, inclusion and respect for each other in line with UCL’s core values, 
recognising excellence in different forms. We take full accountability for our actions and 
leading by positive example.

WORKING TOGETHER

Communication
We communicate with intention and clarity, building strong relationships  
– listening and responding with fairness and compassion

Collaboration
We work creatively in empowered cross-functional teams and partnerships  
where we build trust and recognise each other’s contributions.

Shared Learning
We create learning-focused working enviroments, where we ask challenging questions, 
encourage respectful inquiry, seek continuous improvement and development,  
and value constructive feedback.

ACHIEVING OUR MISSION

Vision
We know why our work is important, and we respond to the ‘bigger picture’,  
drawing out opportunities through being ambitious, united and forward -thinking.

Innovative Practice
We review our practices and innovate where necessary to use our resources effectively,  
to achieve our long-term aims and support our objectives.

Ownership
We understand our responsibilities for delivering timely and effective outcomes, which we 
achieve through decisive, clear strategies, and well-communicated, consultative plans.
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UCL WAYS OF WORKING 
FOR PROFESSIONAL SERVICES 
STEPS TO DEVELOPMENT 
The UCL Ways of Working for professional services supports  
colleagues to be successful and happy at UCL through sharing  
expectations around how we work. 

The framework enables individuals, teams and leaders to set clear  
expectations, support development, have quality conversations and be their  
best in the workplace. The Descriptor table below is broken down into grade- 
relevant supporting indicators and steps to development in the rest of the document.



See the UCL Ways of Working for professional services website for guidance around using the framework in appraisal and recruitment activities: www.ucl.ac.uk/ways-of-working

THE UCL WAYS OF WORKING STEPS TO DEVELOPMENT 
GRADE 9
The Ways of Working Steps to Development gives examples of typical behaviours that s u p p o r t or h i n d e r the 
central Ways of Working, and provides suggestions for development, through on the job learning, peer learning 
and formal training. These indicators can be used for activities such as appraisals and personal/ professional 
development. Although the indicators are listed as relevant to grades, the design assumes that staff will also model 
behaviours indicated below their current grade.

PERSONAL EXCELLENCE GRADE 9
Supporting Indicators for 
Personal Excellence

Following through on commitments to people and tasks.

Examples of behaviours that 
may hinder Personal Excellence

Starting off enthusiastically but getting 
diverted and not following through.

Putting the needs of tasks above the 
needs of people.

Steps towards development Reflect on how you manage to maintain your commitment and focus throughout project 
lifecycles. Are you sufficiently self-aware to recognise any tendency to get distracted 
and to ensure that you have a strategy to combat this?

Think about how you make decisions around the needs of groups or individuals against 
the task-driven priorities. How well do you balance this? How do you know? How can 
you find out more?

Supporting Indicators for 
Personal Excellence

Taking a reþective and þexible approach, seeking effective innovation

Examples of behaviours that 
may hinder Personal Excellence

Having inflexible ideas about how and 
when things should be done, based on 
past successes that may be outdated.

Being so flexible that people are unclear 
about what you actually want.

Steps towards development Reflect on key tasks. Consider how things could be improved, or whether the current 
approach is still the most effective. Seek feedback on your approach from the team that 
are involved in day-to-day delivery. Ensure that you are seeking diverse opinions to 
ensure the most creative appropriate solutions.

Build some regular time for task reviews, potentially within the agendas of existing 
meetings. Enable contribution from the team by supporting them to question and 
challenge the status quo. 
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Supporting Indicators for 
Personal Excellence

Visibly demonstrating supportive and emotionally intelligent leadership.

Examples of behaviours that 
may hinder Personal Excellence

Allowing your support to waiver when you 
find yourself under pressure, or distracted 
by other things.

Lacking in self-awareness or 
unwillingness to reflect on the impact of 
your behaviour

Steps towards development What are your strategies for building your self-awareness? How do you gain feedback? 
Look at emotional intelligence and consider your how your self-awareness impacts your 
relationships with others and your success as a leader.

Are you able to remain patient during times of high pressure? How well do you balance 
supportive leadership and micro-managing? Get feedback from those around you to 
see if they agree. Work with individuals and/or your whole team to pinpoint areas where 
more or less support may be required. 

Ensure that you communicate your leadership intention around how you want to 
support your team. How should they come to you when they need you? When are they 
empowered to make decisions and when should they consult? 

Encourage the team to discuss their career goals, seek development and to build their 
skills.

Seek to attend a UCL mentoring training session via UCL Organisational Development 
or via your own faculty/department, so that you can guide others in their professional 
development and progression based on your own experiences.

Supporting Indicators for 
Personal Excellence

Taking responsibility for making tough calls when necessary.

Examples of behaviours that 
may hinder Personal Excellence

Backing away from, delegating or 
postponing the difficult decisions.

Making tough decisions, but not being 
considerate of how they might impact 
others to land effectively. 

Steps towards development Make sure that there is a clear line of accountability around timely key decision-making 
and that is fully understood. Consider how you are role-modelling this accountability. 

Be really clear about who decisions are impacting, making sure that difficult decisions 
are consulted and communicated carefully. Seek training around Challenging 
Conversations or look at LinkedIn.com.

Supporting Indicators for 
Personal Excellence

Having up to date knowledge of the sector and seeing useful trends.

Examples of behaviours that 
may hinder Personal Excellence

Focusing too narrowly, and not fully 
identifying or learning from trends.

Over-interpreting signals from the sector 
and other institutions and letting them get 
in the way of direction.

Steps towards development What are the key issues that impact the sector, particularly relating to your professional 
area? How do you ensure that you are up to date with this?  What else could you do to 
improve your insights? 

What trends might you be particularly looking out for, and how do you assess their 
relevance to your work? Having key knowledge of local and global international context 
knowledge is also helpful and essential in some roles. Local knowledge sources are 
available via Global Engagement Office.

Consider what kinds of insight might lead you to change your current approach based 
on external information. Test this with your colleagues. 
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Supporting Indicators for 
Personal Excellence

Setting stretching targets for self and others, so everyone reaches their potential.

Examples of behaviours that 
may hinder Personal Excellence

Failing to challenge others (or self) to 
achieve their potential - based on flawed 
assumption or hidden bias.

Setting others up to fail because targets 
are unrealistic.

Steps towards development Set out to have frequent productive performance and development conversations on 
a regular basis with staff – not limited to the annual appraisal cycle. Ensure that you 
are getting the same from your manager. How self-aware are you around the skills and 
experience that would benefit your progression and development, and what stretching 
objectives that requires? How can you encourage that same self-awareness in your 
staff?

Make sure that your workload planning is effective, and that you listen to any issues 
experienced by staff. See information on UCL appraisal on the HR website. Explore 
goal-setting and management on LinkedIn learning to hone your skill, or seek to attend 
UCL appraisal or leadership and management training.

Supporting Indicators for 
Personal Excellence

Role-modelling a vigorous response to any bullying, harassment and 
discriminatory behaviour in teams.

Examples of behaviours that 
may hinder Personal Excellence

Failing to act in the face of potential 
bullying, harassment and discriminatory 
behaviour or being perceived to ignore 
behaviours when they are enacted by 
particular individuals or groups.

Not having a known position on bullying, 
harassment and discriminatory behaviour 
in teams, risking willingness to overlook 
under challenging circumstances

Steps towards development Ensure that you are clear on how you can recognise and respond to these issues prior 
to them arising in any team situation, calling on HR experts to support as necessary. 
Provide opportunities for colleagues to consider their own roles in responding to difficult 
behaviour. Use and refer your team to UCL channels such as ‘Report + Support’ and 
‘Full Stop’.

Work to communicate your position on this to your team. This should not be left to an 
email, or a single item in a team meeting. Consider how you can communicate your 
position fully, consistently and effectively. Speak to an EDI or HR expert if in doubt.
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Supporting Indicators for 
Personal Excellence

Proactively working with other people, teams, partners and functions for the 
beneýt of the wider institution.

Examples of behaviours that 
may hinder Working Together

Not being interested in finding al
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ACHIEVING OUR MISSION GRADE 9
Supporting Indicators for 
Personal Excellence

Being able to evaluate information and quickly identify key issues.

Examples of behaviours that 
may hinder Achieving our 
Mission

Researching thoroughly, but getting 
bogged down in the small print.

Taking too long to identify the key issues.

Steps towards development What checks do you do on incoming information? How do you evaluate and 
consider the reliability, validity, accuracy, authority, timeliness and potential for bias 
of information sources? Think about where the information came from and whether you 
trust the source. 

Is the information based on a correct initial premise? What is the root cause of the issue? 
Can you validate that? 

Identifying the major issues and their causes is vital to proposing appropriate solutions 
later. Mistakes at evaluation stage may send you off in a wrong direction, but hesitating 
may delay efficiency.

Think about your processes and discuss with colleagues. 

Supporting Indicators for 
Personal Excellence

Making evidence-based, timely decisions 

Examples of behaviours that 
may hinder Achieving our 
Mission

Making decisions which are not always 
fully considered or researched.

Being thorough making decisions too 
slowly to be effective.

Steps towards development These steps are a good guide to reviewing your decision making approaches:

Identify the decision. The first step is recognizing the problem or opportunity and why 
this decision will make a difference 

Gather information. What do you need to know to make the right decision? Seek out 
anyone who needs to be involved.

Identify alternatives. It’s likely that you have many different options, so it is important 
to come up with a range of options. This helps you decide the best way to achieve your 
objective.
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Supporting Indicators for 
Personal Excellence

Working to simple and consistent solutions

Examples of behaviours that 
may hinder Achieving our 
Mission

Not thoroughly considering how a single 
process, approach or solution in your 
area can be experienced by a user or 
stakeholder.

Not paying attention to consistency so that 
solutions feel haphazard.

Steps towards development Consider key processes in your area. Is the user journey simple, transparent and 
consistent? How do you know? What data are you using to evidence this? How tolerant 
are you to over-complexity? Consider your process review approach and data strategy. 
If you are not confident that key processes in your area stand up to scrutiny then think 
about how to address this, potentially working collaboratively across other areas or 
divisions to ensure smooth cross-divisional handovers and greater transparency.

Supporting Indicators for 
Personal Excellence

Using existing data to anticipate and plan for problems in advance 

Examples of behaviours that 
may hinder Achieving our 
Mission

Underestimating the risk impact of 
problems which may arise, or failing to 
effectively monitor data that could have 
driven awareness.

Over-anticipating and making 
unnecessary contingency plans without 
relevant data being available.

Steps towards development Review your past experience and assess whether you could have done better in 
predicting where problems might occur. If you did predict correctly, what preventative 
action did you take? Were your actions data-driven? The key tools in anticipating 
problems are through open communication and feedback systems. 

Testing new products or systems prior to launch, tracking progress through data 
and considering hypothetical outcomes are all good practices to enable adequate 
anticipation and planning. Consider the benefits of adapting your work to incorporate 
these and other techniques and how they might be achieved.

Supporting Indicators for 
Personal Excellence

Encouraging innovative approaches that beneýt the organisation

Examples of behaviours that 
may hinder Achieving our 
Mission

Upholding the ways things are traditionally 
done to the detriment of innovation.

Causing distraction by making changes 
which aren’t needed.

Steps towards development A key enabler of the UCL mission is to ‘have agile processes that are simple to use 
and deliver the right results first time; that are efficient and effective; and that limit the 
burdens of administration on our staff’.

We all play a part in innovating and finding solutions to work towards this goal. How 
do you contribute to this? Are you likely to come up with new ideas when you see 
a problem in current process? Consider how you and your team might realistically 
creatively tackle issues that would benefit the organisation in abe a
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Supporting Indicators for 
Personal Excellence

Setting appropriate challenges and being clear around individual responsibilities.

Examples of behaviours that 
may hinder Achieving our 
Mission

Allotting tasks without clearly 
communicating objectives or matching to 
capabilities or development needs.

Rushing people into tasks without 
adequate support or direction.

Steps towards development Responsibilities are the specific tasks or duties that members are expected to complete 
according to their roles. These should be clearly allotted with associated objectives and 
regularly reviewed through appraisal and regular check-in conversations. 

Around 70% of learning at work is recognised to be delivered through on the job 
challenges. Giving appropriate challenge in line with individual development needs is 
a crucial element of a delegation/ work allocation strategy. How do you consider work 
allocation? Is it reviewed through the appraisal process and in line with development 
needs? How do you assess capability and whether the individual is ready for the 
challenge, or how much support they will need? Think about your strategies and how 
you know if they are successful.

Supporting Indicators for 
Personal Excellence

Deýning objectives and setting out clear and relevant future goals.

Examples of behaviours that 
may hinder Achieving our 
Mission

Providing objectives that do not specify 
clear milestones, expectations around 
quality and structure, or relation to future 
goals.

Failing to set and communicate consistent 
and regular objectives for team.

Steps towards development An effective leader is skilled at helping their employees set and achieve their objectives. 
How self-aware are you in how well you support your staff to set realistic and clear 
objectives? Objectives are generally set on a cyclical basis, and are agreed and 
reviewed in regular one to ones. If this is not happening consistently in your team you 
will need to take steps to make it happen. Use your strategic plan as a starting point, 
and review how your team and colleagues are contributing to its delivery. Are you 
clear on how individual objectives relate to the overall plan, and how to measure their 
impact? If you need to tighten this up ensure that you discuss with individual team 
members and everyone feels that their objectives are clear, appropriate and relevant.

Supporting Indicators for 
Personal Excellence

Letting others take ownership of their decisions.

Examples of behaviours that 
may hinder Achieving our 
Mission

Stepping in and making unilateral 
decisions instead of encouraging others to 
step up.

Not challenging or effectively influencing 
when you see poor decisions being made.

Steps towards development If you are asking your staff to be accountable for their actions you will need to let them 
take ownership for their decisions, even if you are not necessarily in full agreement. Be 
a supportive coach if they need help, rather than stepping in and making decisions on 
their behalf. 

Encourage them to talk through their approaches and ask challenging questions. Set up 
review sessions to check in and see how people are doing. If you see something going 
wrong, make an early intervention to support without undermining them. Work with the 
individual to find out what support they would value from you. Seek out coaching for 
managers training if you have trouble in stepping back from being directive. 


