
One of the seven key behaviours vital 
for building stronger business teams



Performance evaluations have historically 
focused on teams’ and individuals’ specific 
functions as defined by the scope of work.

This monitoring of scope-specific performance 
remains crucial. However, it is also important 
to consider the human behaviours that help 
build strong relationships and produce good 
work.

How behaviours make a difference

Analysis of our extensive database identified 
seven key behaviours, shown in the graphic 
opposite. These behaviours help define what 
sets the best teams apart from the rest.  

Each of the core questions in our database 
has been assigned to one of these 
behaviours, allowing us deeper insight into 
team performance.

Unlike scope-specific disciplines, which can 
differ depending on the team role, 
behaviours are common to all. 

As these seven behaviours are identical for all 
job functions, we can directly compare teams 
in a single relationship or against our broader 
benchmarks.

In this series of reports we outline the 
behaviours and their increasing or diminishing 
impact on team relationships.

What’s in this report

We will focus on goals.

We explain our definition of this behaviour 
and how it was derived from our database 
of more than 24,000 evaluations we’ve 
conducted over the past 20 years. We 
compare the top and bottom performers 

and assess the impact of goals 
on overall performance.

Most importantly, this report suggests 
ways for both agencies and marketers 
to improve goals and, in so 
doing, build stronger relationships with 
their business partners.
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1 SMART goals: a how to guide, University of California

Much has been written about the importance of goals, both for 
business and for personal life.

But why are goals important to team relationships?

Goals help us determine our priorities, to behave according to those 
priorities so that colleagues and customers can align with them or 
query them.

We live in a time-sensitive industry in a time-scarce world where 
efficiency really matters.

Operating by clearly defined goals allows us to optimise our time-
management. As team players, if others know our business priorities, it 
makes us more predictable.

For a marketer, this might mean establishing clear, measurable 
objectives for each campaign. For an agency, it might be about the 
discipline of evaluating campaign performance.

The SMART method of goal setting, which is familiar from its use in 
personal performance development1, provides a useful reminder of 
the qualities of goal-oriented team behaviour:

If we could operate teams according to the same SMART criteria, we 
would be more efficient and effective. We would also foster a clear 
and mutual understanding of what constitutes expected levels of 
performance.

Specific What will you accomplish? What actions will 
you take?

Measurable What data will measure the goal? (How 
much? How well?)

Attainable Is the goal doable? Do you have the 
necessary skills and resources?

Relevant How does the goal align with broader aims? 
Why is the result important?

Time-bound What is the time frame for accomplishing the 
goal?

https://www.ucop.edu/local-human-resources/_files/performance-appraisal/How%20to%20write%20SMART%20Goals%20v2.pdf


When it comes to client-agency relationships, it is important to 
understand how goal-orientation has changed relative to other 
behaviours and to overall relationship scores.

Over the past 10 years, we have seen steady increases in the average 
evaluation scores given by marketer and agency of each other.

With this in mind, we wondered how each of the seven behaviours 
has changed over the same 10-year period.
The chart below shows the change in average behaviour scores of all 

teams (marketer and agency). Positive changes are evident, albeit to 
different degrees, for each of the behaviours. 

Scores for goals improved by 8% from 74 in 2011 to 80 in 2021. 

This is in line with the increases seen for most of the behaviours. The 
notable exception is the challenge behaviour, which showed the 
highest increase at 11% over the decade.

Source: 24,000 Aprais evaluations
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By identifying the clients and agencies with the top 10% scores in our 
database, and comparing their profiles with those of the bottom 10%, 
we can pinpoint where they differ and define the strengths of the top 
performers. This analysis shows that those who perform best overall 
score very highly for goals.

The charts below reveal the different profiles (top 10% versus bottom 
10%). The gap between the two indicates the potential for poor 
performers to improve.

Weaker agencies and marketers should be aiming to close the gap in 
goals with their top-performing peers. 

In the case of agencies, there is a 35-point potential to improve, 
whereas for clients the gap is 34 points.

Source: 24,000 Aprais evaluations
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We have also analysed the impact of each behaviour on the overall 
evaluation – in other words, the priority for improvement.

This helps teams identify which behaviours to focus on for maximum 
impact on scores.

Based on a correlation analysis across our database, the tables 
opposite show the behaviours ranked in terms of how they influence 
the overall relationship scores for the best (top 10%) and the worst 
(bottom 10%) performers.

In most cases, and not surprisingly, the fundamental ability to do the 
job (functional) ranks as the most influential behaviour.

For the agency evaluation of a client, the ranking of goals does not 
change whether the client is at the top or the bottom of performers.

For agencies, however, it seems that being more goal-oriented may 
help poor performers close the gap on the top 10%. This elevated 
importance of goals as a mark of excellence in the eyes of marketers 
reflects the time-sensitivity of the marketing industry and the demands 
on service providers – i.e. agencies.

Source: 24,000 Aprais evaluations

Client scores agency
Rank Bottom 10% Top 10%

1 Functional Functional

2 Resilience Accountability
3 Challenge Resilience

4 Accountability Goals
5 Goals Trust
6 Trust Communication

7 Communication Challenge

Agency scores client
Rank Bottom 10% Top 10%

1 Communication Functional
2 Functional Communication
3 Resilience Trust
4 Trust Resilience

5 Accountability Accountability
6 Goals Goals

7 Challenge Challenge



What agencies should do

1. Provide a detailed scope of work to ensure alignment on 
key deliverables and added value.

2. Provide regular budget updates and inform the client 
immediately of possible over-runs.

3. Proactively evaluate performance against set strategies 
and objectives.

4. Consistently deliver on project milestones and due dates.

5. Establish effective systems and practices to share best 
practice.

6. Consider deadlines and requirements from other agencies 
in project timelines.

What marketers should do

1. Establish clear, measurable objectives for each campaign.

2. Inform and update the agency on project priorities and 
focus resources accordingly.

3. Provide realistic budgets and timelines.

4. Methodically and consistently assess work against the 
agreed brief.

5. Do your part to ensure projects run to agreed timelines 
through clear feedback and timely decisions.

6. Motivate the agency to produce its best work. Celebrate 
good work.

7. Ensure alignment of all internal stakeholders around brand 
vision and objectives.

The root of any team evaluation is the questions that are asked. 
Assembling and phrasing these questions in collaboration with our 
clients is both an art and a science. 

By analysing the impact specific questions have on evaluation scores, 
we can identify actions that can be taken to improve aspects of a 
business relationship.

The lists below indicate what agencies and marketers can do to 
improve their goals. 



Along with the other behaviours we have identified, goals is an 
important aspect for teams to acknowledge and to improve.

Our definition of goal-oriented behaviour is broad and best summed 
up with the acronym SMART – actions that are specific, measurable, 
attainable, relevant and time-bound.

In essence, goals are about efficiency and effectiveness, and are 
therefore crucial to harmonious relationships between teams.

There is a significant opportunity for poor-performing marketers and 
agencies to close the gap on their better-performing peers by 
improving their goal-orientation in their project management. 

Our data shows that clear improvements in goals scores are possible 
just 18 months from the introduction of a formalised, objective and 
regular evaluation process with Aprais.
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This report is one of a series focusing on team 
behaviours. 

Each report focuses on one of the seven 
behaviours we measure:

1. Accountability

2. Challenge

3. Communication

4. Functional

5. Goals

6. Resilience

7. Trust

We are the global pioneers in building 
stronger business relationships. 

Since we established the category 20+ years 
ago we have advised the world’s leading 
marketers and agencies on more than 24,000 
relationships, across 92 countries, in 
13 languages. 

This has enabled us to build a large bank of 
data that allows companies to accurately 
compare their business relationships with 
those of their peers.



Request a demo: carolina.motta@aprais.com

Request a free consultation for 
your organisation: aprais@aprais.com

Learn more: www.aprais.com
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