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ROLE PROFILE EXERCISE
From Role Intent to Role Profile
A practical exercise for defining why a role exists, what it owns, and what success looks like.
	PURPOSE
This exercise turns a shared understanding of a role into a clear, usable profile. It gives leaders and employees a common view of the role's mandate, responsibilities, capabilities and measures of success before those expectations are translated into formal people documents.


What this exercise accomplishes
· Aligns leaders and stakeholders on the business need the role is intended to meet.
· Clarifies scope, accountabilities, decision ownership, working relationships and expected outcomes.
· Distinguishes the capabilities that are essential on day one from those that can be developed over time.
How the work flows
	1  DEFINE
Capture the role's purpose, core responsibilities, professional background and success measures.
	2  ALIGN
Review the draft with the people leader, role incumbent and key stakeholders to resolve gaps or overlaps.

	3  TRANSLATE
Convert the agreed profile into a concise job description with clear accountabilities and requirements.
	4  APPLY
Use it to support recruitment, selection, onboarding, goal setting, performance and development conversations.


What it produces
	ROLE PROFILE
A shared definition of the role's purpose, scope, accountabilities, interfaces and outcomes.
	JOB DESCRIPTION
A candidate- and employee-facing document that reflects the agreed purpose, responsibilities, qualifications and success criteria.


COMPLETE IT COLLABORATIVELY
The leader should own the draft, with input from relevant stakeholders. Review the profile when the role is created, materially changes, or as part of an annual role review.


	Position
	What to include: Enter the market-facing title candidates will recognize. Add the business unit or specialty only if it improves clarity.
Example: Director, Client Experience

	Company
	What to include: Enter the organization's public-facing or legal name.
Example: [Organization Name]



	About the Company
	What to include: Use one or two short paragraphs to explain what the organization does, whom it serves, where it operates, its ownership or business model, and what makes it distinctive. Include only details that help a candidate assess fit.
Example:
[Organization Name] is an independent [type of organization] serving [client or customer segment] across [region]. The team provides [core services] and is known for [client promise, culture, or differentiator]. The organization is currently [growth stage or business context], creating a need to strengthen [relevant capability].

	Position Overview
	What to include: Summarize why the role exists, who it reports to, the people or clients it serves, its scope, and the two or three outcomes that matter most. Keep detailed tasks for the responsibility sections below.
Example:
Reporting to [leader or title], this role will own [primary scope], partner with [key teams or stakeholders], and improve [client, operational, or commercial outcome]. The successful candidate will combine [capability one] with [capability two] and will be expected to [most important result].



Core Responsibilities
	Example: Client Relationship Management

	What to include: List five to seven action-based responsibilities. Clarify the primary client or stakeholder group, level of relationship ownership, expected service standards, internal and external partners, and how ownership should grow over time.
Example entries:
· Build and maintain trusted relationships with [client or stakeholder segment].
· Lead meeting preparation, communication, follow-up, and resolution of outstanding items.
· Coordinate internal specialists and external partners to deliver a consistent experience.
· Maintain agreed service standards for responsiveness, accuracy, and follow-through.
· Progress toward becoming the primary contact for [portfolio or relationship group] within [time frame].

	
Example: Technical & Strategic Advisory Support

	What to include: Describe the technical knowledge the role must apply, the decisions or recommendations it supports, the main deliverables it produces, and how complex information should be communicated. Separate essential capabilities from areas that can be learned.
Example entries:
· Apply working knowledge of [technical discipline, product, regulation, or methodology].
· Translate complex analysis into clear recommendations for clients or business leaders.
· Prepare or review [plans, models, reports, proposals, or technical documentation].
· Partner with [internal function or external specialist] on higher-complexity matters.
· Maintain current knowledge of relevant regulatory, market, or industry developments.

	Example: Operational & Team Leadership

	What to include: Clarify how the role contributes beyond individual tasks. Include direct people leadership only if it exists; otherwise describe project leadership, delegation, quality control, process improvement, and contribution to the broader business.
Example entries:
· Take end-to-end ownership of key deliverables and escalate risks early.
· Coordinate work across [teams or disciplines] and clarify responsibilities and deadlines.
· Identify and implement improvements to workflows, tools, or service standards.
· Coach or mentor colleagues in [area], where appropriate.
· Contribute insight to planning, capacity, growth, or change initiatives.



Ideal Professional Background
	Preferred Credentials

	What to include: Separate true requirements from preferences. Include only education, designations, registrations, licences, language capability, and experience thresholds that are relevant to successful performance.
Example entries:
· Required: [mandatory licence, registration, degree, or designation].
· Experience guideline: [X]+ years in [relevant function or environment].
· Preferred: [additional credential, specialization, language, or advanced degree].
· Equivalent combinations of education and experience may be considered.
Drafting note: Avoid creating a long credential wish list. If a qualification can reasonably be learned after hire, identify it as preferred rather than required.

	Experience

	What to include: Describe evidence of capability rather than relying only on job titles. Include the type and complexity of work, client or stakeholder exposure, environment, scale, collaboration requirements, and any particularly relevant situations.
Example entries:
· Demonstrated experience owning or supporting [type of relationship, project, or portfolio].
· Success operating in a [growth, regulated, high-service, complex, or entrepreneurial] environment.
· Experience collaborating across [functions, geographies, or external partners].
· Evidence of improving [client outcome, revenue, quality, efficiency, risk, or team capability].
· Exposure to [specific situation] is helpful but not essential



Personality Attributes

	Example: Self-Awareness

	What to include: Describe the judgment and self-management behaviours needed in the role. Focus on observable actions such as receiving feedback, recognizing limits, balancing speed with analysis, managing pressure, and following through.
Example entries:
· Invites feedback and adjusts approach when new information emerges.
· Recognizes when to decide independently and when to seek input.
· Balances confidence and decisiveness with curiosity and sound judgment.
· Maintains composure, accuracy, and accountability during demanding periods.

	Example: Relationship-Oriented

	What to include: Identify the relationship behaviours that create trust with the role's most important clients, colleagues, and partners. Use specific, observable language rather than broad traits alone.
Example entries:
· Listens carefully and adapts communication to the audience.
· Builds credibility through preparation, responsiveness, and consistent follow-through.
· Handles sensitive conversations with professionalism and discretion.
· Collaborates effectively while remaining willing to challenge constructively.
· Creates confidence with both technical and non-technical stakeholders.

		Example: Entrepreneurial

	What to include: Explain what ownership and commercial thinking look like in this role. Consider comfort with ambiguity, initiative, resourcefulness, continuous improvement, growth orientation, and willingness to be accountable for outcomes.
Example entries:
· Acts like an owner by identifying needs and moving work forward without waiting for detailed direction.
· Looks for practical ways to improve the client experience, efficiency, or business results.
· Uses resources thoughtfully and weighs effort, risk, and commercial impact.
· Is motivated by building lasting value, not only completing assigned tasks.





Success Metrics
	First 12 Months

	What to include: Set four to six observable milestones for the first year. Cover onboarding, relationship or stakeholder credibility, technical competence, independent ownership, team contribution, and one tangible improvement or business result.
Example entries:
· By 90 days: complete onboarding and demonstrate working knowledge of [systems, clients, products, or processes].
· By six months: independently own [defined responsibilities or portfolio] with agreed support.
· By 12 months: earn positive feedback from [key stakeholders] and consistently meet [service or quality standard].
· Deliver one measurable improvement in [client experience, revenue, efficiency, quality, or risk].
Drafting note: Use outcomes and evidence, not only activities such as attending meetings or completing training.

	Year 2+

	What to include: Describe how the role should expand after the first year if performance and business needs support it. Include broader scope, deeper expertise, leadership contribution, commercial impact, or potential career pathways without making an automatic promotion promise.
Example entries:
· Own a larger or more complex portfolio, mandate, territory, or client group.
· Become the internal point person for [specialty, process, or capability].
· Lead cross-functional initiatives and mentor developing team members.
· Contribute to growth, succession, product development, or strategic planning.
· Be considered for expanded leadership scope as the organization evolves.

	Compensation Philosophy

	What to include: Explain the principles and approved structure of the total rewards package. Distinguish base salary, variable compensation, benefits, retirement contributions, equity or ownership opportunities, and non-cash elements. State how variable compensation is measured, when it is paid, and whether it is capped. Use ranges only after internal approval.
Example structure:
· Base salary: $[minimum] to $[maximum], based on experience.
· Variable compensation: target of [X]% based on [individual, team, and/or business measures].
· Long-term incentive or ownership: [eligibility, timing, and key conditions, if applicable].
· Benefits and retirement: [summary of health, wellness, pension, RRSP, or other programs].
· Other considerations: [vacation, professional development, flexibility, licensing support, or allowances].
Drafting note: Do not publish unapproved formulas, illustrative percentages, or implied guarantees. Confirm all compensation language with the appropriate decision-maker before using the profile externally.
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