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The issue of executive assessments is considered
important by almost everyone, however it is seldom
discussed.

Editor’s Letter
Daniil Zhukov, Head of Executive Assessment Practice
at Ward Howell

Daniel is responsible for development and localisation
of the executive and leadership potential assessment
methodologies, he is in charge of executive assessment
practice.
He is a certified expert in the field of individual and
team coaching, different methods of auditing talent
and management competencies. Daniel also provides
consultancy on leadership development and complex
projects on talent management. He brings to the table
the wealth of experience of individual assessments
of dozens of executives in major Russian and international
companies, as well as projects on the development
and implementation of the talent management system,
and numerous development workshops.
He has an extensive background of working in the field
of leadership and organisational development, both inside
a company and as an external consultant. Prior to joining
Ward Howell he held a position of Chief Client Officer
and consultant at a major international consulting
company specialising in talent audit.
He has obtained his MBA degree at the Newport Business
Academy (Netherlands) and had also studied psychology
and English at Kiev National Linguistic University.

The assessment of weaknesses is definitely important
for understanding which competencies the team
is lacking. Imagine, for instance, that you are working
on the digital strategy, but you are lacking anyone
on the team actually competent or with sufficient
experience in implementation of similar initiatives.
Would it perhaps make sense to introduce a new
player to your team?

While hundreds of volumes have been written
about the assessments of mid-level managers
and young specialists , a simple web browser search
for executive assessment only finds advertising links
to websites of the companies which are not by any
means expert in the field. Dedicated research on this
subject is also extremely scarce, as well as literature
which does not exclusively describe proprietary
strategies, rather than offer a certain rationalised
standard. Strange as it may be, there is not a single
training program in the world (outside perhaps the
Korn Ferry course, which is dedicated to trademark
method and not general practices), or an MBA course
where one could research executive assessment.
Certainly the assessment of the company executives
is a very delicate subject. Few executives are
prepared to share the results of their assessments
with the broader audience, and especially describe
such cases in detail.
At the same time if we believe a well-known saying,
“We can’t manage what we can’t measure”, it raises
the question: are we actually managing one of the
most expensive assets of our organisation — its key
leaders?
It is hard to imagine, that we would not assess
our production resources, while working on the
organisation strategy. Or that we would disregard
commercial policy, or fail to perform financial
modeling.
At the same time experience shows that the failure
of 90% of unsuccessful projects is not due to
strategy. There are people behind costly mistakes,
who were supposed to implement that strategy,
who took decisions or avoided taking them. Let’s
imagine how strategic framework would change if
a simple SWOT analysis of leadership potential was
integrated.
As the strengths of the executive team are analysed,
organisations could use them more efficiently while
implementing strategy. This could possibly help to
allocate tasks between other team members more
comprehensively, or prevent conflicts occurring.
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If your strategy is really sound you will have to
learn and obtain new competencies. With prior
analysis of the upcoming possibilities for learning
you will identify the programs and leaders meriting
investment to gain the best effect.
And finally, in order to implement a strategy you
should assess possible risks, both motivational
and competitive. This is the reason why executive
assessments should include market benchmarks.
?

So why do we not hear about such practices at
forums and conferences? Or are they already being
actively used by organisations throughout the world?
In this issue of Talent Equity Newsletter we tried
to understand the methods employed in the
Russian business community, as well as bring you
the best practices available worldwide for assessing
management of top talent today, all the while
analysing the key trends worth paying attention to.
In our study we have described the contemporary
tools, and also the way the process is initiated,
its timeline and objectives. And naturally, we are
going to share real-world case scenarios of business
situations involving executive assessments told by
HR consultants, including the keen insights from the
very executives subjected to this baffling procedure.
We can not even begin to discuss this strategy
without seriously considering the availability of
our leadership resources, competencies and talent
necessary for implementing this approach.
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Russian experience
in executive assessment
The subject of assessment of the company senior
executives has been covered quite broadly in the
western literature whilst in the Russian studies it
received almost no attention. And although the
practice of assessments and different approaches
involved have become an integral part of corporate
life in Russian companies, the main focus is made
on the instruments of assessment of mid-level
managers and specialists, while the information
about the assessment of top management is largely
lacking. Despite the obviously vital character of
these issues, Russian companies have so far failed
to perform any specific research or reviews of
contemporary practices.
It was for this purpose, that the Talent Equity
Institute jointly with their colleagues at executive
assessment practice by Ward Howell have
conducted dedicated research with the participation
of 52 Russian and international companies coming
from different industries. It is noteworthy that over
50% of the companies are represented in the FinSec,
retail and heavy industries. Moreover, the scope of
the study included companies from pharmaceutical
and the telecommunications sectors as well as the
consumer goods industry. The interviews and the
surveys involved the heads of HR and assessment
and development units representing medium (with
employees headcount from 500 to 4999) and large
(over 5000 employees) companies.

Who is assessed?
Executive Assessment
is the process of assessing the qualities of an
executive or a candidate for a top-tier position,
with the aim of making a decision concerning
his/her recruitment or development.

In this study we attempted to address the following
questions:
What type of employees should be evaluated using
the executive assessment methods?
Why are the companies performing executive
assessments?
Which competencies of top managers should be
assessed today and tomorrow?
How should executive potential be assessed1?
What are the instruments defining leadership
potential?
What are the challenges in creating the framework
of executive assessment?
How to overcome these barriers?
Who should perform the executive assessments?
What is the Role of the Board of Directors and
shareholders in this process?

However the content and size of the executive team can vary
significantly depending on the company size and structure.
For instance, in large holdings the groups of executives may
include not only functional leaders of the managing company,
but also the executives and the mid-level management
of their affiliate structures.
Occasionally the successors of the chief officers also enter
the top team, thereby increasing the common pool. According
to the data collected in the studies, the sizes of executive
teams including potential successors may run to 30 people.

1
In this study, by assessment of potential we refer to the process of evaluation of business qualities and leadership competencies
of an executive officer or a candidate for the top position.
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When the procedure of assessment is launched in
the company it is important to understand how the
selected approach will help to answer your questions.
Goal setting must be achieved with the input from
an outside provider, engaging assistance in tailoring
the procedure in tune with your expectations.
“The companies should be aided at the goal setting
stage. There is a set of instruments but the most
important thing is to define why it is necessary”,
comments the HR manager from one of the leading
telecommunications companies.
We also surveyed the respondents on all possible
directions in development of top managers
following from the outcome of the assessment,
and asked which of the executive competencies
and skills will be required 5 years into the future.
Most respondents agreed that the main challenge
of the future which can be seen already is digital
culture, the ability to work with big amounts of
information and analyse data. The most important

Ward Howell

competency for executives is managing change and
implementing innovations. The second important
competency, which will continue to be vital in the
future is linked with communication, that’s the skill
of building effective interaction and the ability to
speak the same language. “The ability to work in the
conditions of uncertainty, flexibility, being open to
new experiences and knowledge, the ability to adapt
quickly (adjust to the digital technologies), being
able to think outside the box, inspiring leadership
and the ability to stay on the same wavelength with
employees of different age groups”, these are the
competencies listed by the Deputy HR Director at
one of the major commercial banks.
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How?
In Russian companies to date there has been quite an
obvious confusion of notions of future efficiency, or
potential, and the past or current performance (KPI).
KPI is especially relied on as a tool of executive
assessment in the Russian companies with sole owner
structures. Business owners are used to speaking the
language of numbers directly impacting the bottom
line, and do not put much stock in other indicators.
The assessment of top management differs
significantly from the assessment of other categories
of employees. First and foremost, by higher
requirements for the position and the level of
stakeholders involved in the process. The procedure
of assessment requires individual approach and
greater precision as the cost of an error grows
significantly.

About 70% of HR professionals that we have
surveyed shared the opinion that executive
assessment methodology must include several
instruments. Nevertheless, only one third of
companies add other tools to their KPI assessments.
More than a half of the Russian companies still
assess the potential of the managers just by using
key performance indicators. We decided to focus the
spotlight on the question of methodology
and the reasons for using certain tools:
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What are the challenges?

Assessment instruments

Management assessments are fast becoming a
regular feature of the Russian business environment.
However cases of resistance are not isolated by far –
62% of the respondents mentioned facing difficulties
during implementation, preparation and while
undergoing the assessment.

 A quarter of the respondents are applying the
current key performance indicators (KPI’s),
believing it to be a precise forecasting tool for
identifying future top performers. According to
a number of respondents the executive position
does not require talent management, since he
or she is already at the top of the career ladder.
Therefore, it makes no sense to forecast success of
the top manager in the new role. It is only possible
to assess how efficient he or she is within the
existing structure. “Statistically decisions are made
within two years. If no result is demonstrated,
then we part ways. I do not believe that potential
can be assessed. If I see that a person is a stable
and efficient performer, this is the way he or she is
going to continue to work”, shared the HR Director
of one of the leading commercial banks.
 In addition to the KPI’s, 38% of our respondents
have used 360-degree feedback, noting that the
tool is first and foremost aimed at verification
of the KPI assessment results. To some extent
such proliferation is explained by the convenient
application and accessibility. Meanwhile the
360-degree feedback is designed rather for the
introduction of regular feedback practice for
executives, and not for assessing performance.
 More than one third of the companies (35%)
use specialised tests for defining personal valuebased and motivational profiles. In the opinion
of the respondents the results of such tests serve
as a practical tool for providing feedback to their
executives and planning the development and
succession, relying on the high validity proven
within different corporate cultures.
 The second most frequently used instrument is
the competency-based interview (31%), used
not only to assess the potential candidates for a
position but also to address the team leaders with
the purpose of creating development programs

focusing on necessary competencies. “Potential is
for the medium level. As for the top – it is rather
leadership and teamwork”, this concise quotation
from our interview with one of the HR directors
expresses a very popular opinion concerning the
competencies which an executive officer must
possess.
 Psychometric tests are less used in the assessment
of potential (10%). They are aimed at finding
psychological features of an individual which are
often hard to integrate with business context
and with the initial goal of the assessment. The
majority of respondents are quite cautious about
those methods mentioning low validity as well as
the complexity of interpretation of results within
business context.
Large Russian industrial companies and FMCG sector
international corporations are continuing to develop
internal practices of comprehensive executive
assessments including the assessment of performance
(through KPI’s), of potential (through competencies,
personal and professional qualities) and values.
Among such companies the assessment centres
appear to be highly popular as an instrument for
identifying potential (23%). Practically all the above
mentioned tools can be used in assessment centres,
including situational and panel interviews, role play
and business cases and also various professional,
personality and motivation tests. The respondents
believe that this method allows for comprehensive
and multifaceted assessments. This is especially
important while working with such a complex and
demanding group as top executives.
The respondents believe that 360-degree feedback
and assessment centres require elaboration towards
greater objectivity and bigger coverage of various
aspects of executive scope. The 360 feedback must
be supplemented by the opinion of outside experts,
contributing to provide professional feedback to
participants.

Every fifth respondent reported such issues as fearing
to disclose personal information, including the level
of professional and management competencies. “We
are facing the resistance from the tough personalities
in the executive community. They are afraid,
and it comes across. They are scared of learning
something new about themselves”, believes the HR
Director of the international FMCG corporation.
The respondents stated that executives frequently
doubt the confidentiality of the internal corporate
assessments.
Another obstacle to the productive use of
assessment instruments is the mistrust towards the
actual tools involved. The reason for that lies in the
serious misgivings in the efficiency and validity of
certain tools and using the results in creating the
personal development plans.
In our view such barriers appear as a consequence
of low awareness on the part of the top managers
regarding the procedure and aims of assessment.
“The resistance depends greatly on the involvement
of the CEO. If he or she is in favor of all advanced
techniques and instruments then it’s easy for HR to
sell them to business”, says one of the respondents,
an HR manager of one of the biggest international
retail companies. Many colleagues tend to agree with
him.
The support of the CEO is a necessary element of
success. Necessary yet not the only one – apart from
the stock demonstration of involvement and interest
from the executives it is necessary to have their
direct participation and communication support.
Alternatively, mistrust and resistance on the part of
top managers will be inevitable.
Clarification and description of the implemented
assessment procedures is an important direction of
our internal corporate work. With full information
about the goals, mechanisms and results the level
of mistrust from the employees will be reduced.
As practice shows, one of the most common
ways to overcome these challenges is to position
the procedure of assessment as an instrument of
development rather than a basis for making career
decisions.“We have already had three assessments.
The first went down really hard, we had to work on
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motivation overcoming resistance, and the second
went alright. Finally, third was perfect. Everything
depends on setting the goals and on the tone taken
by the manager. Top managers today understand
just how important this is for development”, said the
Deputy HR Director at one of the biggest retail banks
in Russia.

Who?
Every company is facing the issue of whether
executive assessments should be conducted by
the in-house experts or by external providers. An
assessment made internally is often associated with
lower costs for the company and greater reliability.
On the other hand, some respondents shared
an opinion that executive assessment cannot be
performed by internal experts due to insufficient level
of expertise and low levels of trust in internal experts
on the part of the executives.
According to the research overwhelming majority
of companies (68%) are ready to involve external
providers for separate projects choosing a partner
for a particular task, 15% already work with certain
providers continuously, and 17% of the respondents
say that they do not attract and do not plan to
attract external experts.
There are dozens of providers offering assessments
in the modern marketplace, yet there are only a few
specialised companies expert in the field of executive
assessments. One of the main advantages of bringing
an external provider for assessment, as mentioned
by the respondents, is a possibility of participation of
consultants with the industry expertise which makes
it possible to perform full potential benchmarking of
the executives and teams against the market.
Nevertheless, some of the respondents mentioned
that they are not fully satisfied with the services of
the executive assessment companies.
Approximately 25% of the respondents expressed
doubts concerning the competencies of people
performing the assessment. Some of the respondents
shared negative experience of working with
consultants: failure to observe
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Выводы

Inviting external providers

1. As the study showed, the absolute majority of
companies practice executive assessments. However,
there are significant differences in terms of the structure
of the assessment process, as well as the transparency
of goals and further application of results. Most part
of the surveyed companies continues to assess its
executives using just key performance indicators, and
only a third is focused on potential.

deadlines, poor feedback, trying to make assessments
cut and dried. “From the company that provides
services one would expect more structured data,
more information about assessing professionals,
whether they understand the business and are
able to check candidates technical knowledge
and competencies”, tells us the HR Director at an
international FMCG company. According to the
respondents, external providers must work together
with the client in defining the assessment goals
and subsequently support the use of the results in
organisational development. “All instruments can be
applied, but one must be able to apply these results in
business rather than simply check the boxes”, says the
head of HR of a Russian commercial bank.
At the same time for 17% of the respondents the
main problem facing the executive assessment
market at the moment is high cost.
Approaches, systemic view of the assessment process,
consideration of the company specifics as well as that
of the country of presence. “There many more tools
in the American market. It its worth noting that in the
Russian market there are only a handful of companies
which buy these instruments, certify them and
then provide to clients”, says HR director of a major
chemical holding.
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Role of the Board of Directors
in Executive Assessment
Some Russian companies partially overcome the
above-mentioned difficulties by inviting members of
the Board of Directors to take part in the assessment
process.
In the five companies we surveyed the Board of
Directors played an active role in assessing the
potential of executives with the aim of making
decisions of hiring external candidates or promoting
internally, and planning the development of the
management team members. In a number of cases
a Board of Directors sent its representatives to the
assessment committee, in some of these becoming
the ultimate assessment authority, thereby lending
the internal process greater impartiality and
objectiveness.
But in the majority of cases (64%), assuming the
Board of Directors exists, its role is restricted to
formal approval of final candidates for the position
and taking decisions on the issues of executive
assessment and development.

2. Assessment through KPI’s is definitely an important
instrument, but not the only one to be considered,
while measuring the input of top management in the
development of the organisation. Key performance
indicators reflect the past actions of a top manager, but
cannot forecast his/her actions in the future.
3. Therefore, many companies today recognise the
necessity of using comprehensive executive assessment
instruments to be able to cover all spheres influenced
by actions of a senior executive. Assessment using KPI
as initial screening is supplemented by tools focusing
on personality: the 360-degree feedback, competencybased interview, values and motivation questionnaires,
solving the situational tasks and business cases. The
last instrument in our survey obtained the greatest
trust among HR professionals as a method which
allows evaluating several factors at once - professional
knowledge, competencies, values and motivation.
4. More and more Russian companies recognise the
advantages of adaptation and introduction of own
regular executive assessment practices. As the
assessment process goes deeper in-house, it brings
about more detailed elaboration of methodology
oriented on the organisation context and business goals.
In addition, low levels of professionalism of a significant
part of external providers prompts the transfer of the
assessment function inside the companies.
5. Nevertheless, it should be considered that the
internal assessment process also relies primarily on
the professionalism of assessment experts, because
insufficient knowledge and understanding of the
methodology can lower the objectiveness of results.
6. Several respondents, following the introduction of
their own regular corporate executive assessments,
mentioned the reduction of resistance to this process
on the part of the top managers. Gradually it enters the
“company DNA”, and the decisions made on the basis of
assessment are considered fair.

7. Nevertheless, top managers should have explained
to them openly the assessment goals, process and
methodology, seamlessly providing prompt feedback
of the results, so that the executive has a clear
understanding of the reasons behind the efforts and
time invested in an assessment.
8. The respondents also mention insufficiency of
instruments presented in the market of executive
assessment services. Many instruments are already
more than 20 years old, so the companies express
doubts in their capabilities to reflect the present
conditions.
9. As development and validation of a new instrument
takes a few years, not so many new methodologies
appear in the market. For the most part contemporary
instruments of assessment are based on renowned
methodologies, only changing the exterior form.
10. Overall, the executive assessments continue to
remain a closed and narrow field which is accessed by a
limited number of stakeholders, including the external
providers. This may result in the loss of a significant part
of the assessment - calibration of the executive profiles
against the market, which significantly improved the
quality of the assessment process.
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Key Executive Assessment
in Severstal
Leading Russian companies are increasingly introducing comprehensive
executive assessment methods, applying and adjusting the existing
instruments and approaches to their business contexts. We discussed
the specifics of executiveassessments and the Role of the Board of Directors
with Elena Loginova, Head of Assessment Department at Severstal.
?

Who makes up the top management team in your
company and what is your approach to recruitment
- do you promote from within or hire candidates
from the job market?

a behavioural interview, a SRT test developed by
SHL is used. The “second opinions” are discussed at
the HR Committee meetings, where line managers
present their direct reports and their further
successors. The opinion of the head does not
always coincide with that of the interviewers. High
management potential may be not confirmed. In
any case, extensive feedback on the strengths and
possible fields for development is a powerful driver
for employee growth. The “second opinion” is only
provided once every two years.

The executive team of Severstal Management JSC
comprises 12 top executives: the CEO and executive
team reporting directly to him. Top teams also exist
in the structures of separate enterprises managed
by Severstal Management JSC. They include the
top 100 executives. In both cases for the majority
of new assignments the priority is given to internal
candidates. The company has a multitiered system
of planning succession (including the top 1000 –
foremen, heads of departments); we do not recruit
more than 10% of the managers from the market,
although we believe it occasionally makes sense to
refresh the team with new outside candidates.
?

How do you approach the assessment of successors
for the key management positions?
Management potential is key in the assessment.
To us high management potential means a
manager being prepared to take the position at
the next management tier or sufficiently improve
functionality within 3 years. It involves motivating
the manager to development and fostering the
ability to grow.
The successors for the positions of top 12 and
100 are assessed by the same methodology
which we call “second opinion”. In fact, this is a
competency-based interview conducted by two
managers, a tier above the person being assessed.
Typically this is a top manager from another of
the group’s assets, heading a production unit or
central function, and HR manager from the same
or another unit. For instance, the successor to
the head of Vorkutaugol is assessed by the CEO
and HR Director of the Severstal Russian Steel
Division. To receive additional information about
the level of systemic and analytical thinking of the
successors, which is tricky to assess on the basis of

The management potential of successors for
the top 1000 positions (foremen, heads of
departments) is assessed in accordance with the
same criteria using Assessment and Development
Centres and the SHL numerical and verbal
reasoning tests.
?

Are there any specific criteria which you look for
during executive assessment? Or is the corporate
competency profile sufficient?
We make the assessment of potential based on
four groups of criteria: mental agility (analytical and
systemic thinking), people agility (social intellect
and confident communication regardless of the
level of authority), change agility (being open to
changes) and results agility (aiming at ambitious
results above the plan and being prepared to
assume the tasks of the next, higher responsibility
management tier). Probably Severstal differs from
other companies, as it assesses the interaction with
other people and social intellect. It is important
for us whether a manager is able to think, provide
feedback, note achievements of colleagues or
subordinates, communicate outside work. These are
inclusive criteria for assessment in the top 100 and
1000 tier.

?

Do you have an HR and Remuneration Committee
at the Board of Directors in your company? What
is its role in the assessment of the management
team?

?

There are a number of leading companies
providing executive assessment services. But
we are developing and implementing our own
instruments. For instance, the method of “second
independent opinion”. Besides, there is the issue of
confidentiality and “vulnerability” of an executive
assessment. And this problem is addressed through
our internal practice of conducting interviews by
top managers from other units – when the CEO
successor at Sveza is assessed by the colleagues, for
instance, by the CEO and HR Director of Severstal.
This definitely provides more value and significance
to the manager, as compared to an assessment
by external expert without the benefit of top
management competencies.

Yes, we do have such a committee. This year we
had the first experience of the “second opinion” by
independent directors with the top 12 managers
and successors for their positions. In our case these
were foreigners with extensive professional and
management expertise. They provided additional
independent opinions to the Committee by results
of the interviews.
?

Have you ever you come across resistance while
performing an executive assessment?
No, at the moment this resistance does not occur. I
think this is due to the fact that we have long been
working on this very question. We have integrated
the system of management potential assessments
into our corporate culture and the employee
development framework. We conduct assessments
not just to assess, but to develop, that’s why the
assessments are simply means to an end, rather
than the ultimate goal.
Moreover, assessments provide an opportunity
to better understand the successors for the key
positions, who they are and what their individual
development plans should look like. Starting
from A.A. Mordashov, Chairman of the Board of
Directors at Severstal, all the execs are involved in
the assessment process, they are used to following
the uniform standards of this process.

Do you division the market of assessments into
segments? Do you trust external providers to
perform executive assessments?

?

What instrument of assessment are you lacking in
the market of executive assessment services?
We are lacking rather a mass instrument for
identifying talent at lower tiers, such as the
foremen and workers, to assess the level of their
analytical and systemic thinking. For example,
online testing, situation or case modelling. We
need an instrument for assessing the potential of
large workforces, which could rival the assessment
centres in reliability stakes.
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GLOBAL TRENDS IN THE SENIOR
EXECUTIVE ASSESSMENT

1
Church A. H. et al. How are top companies designing and managing their high-potential programs?
A follow-up talent management benchmark study //Consulting Psychology Journal: Practice and Research. – 2015. – Т. 67. – №. 1. – С. 17.

2
Church A. H., Rotolo C. T. How are top companies assessing their high-potential and senior executives?
A talent management benchmark study //Consulting Psychology Journal: Practice and Research. – 2013. – Т. 65. – №. 3. – С. 199.
3
72% of companies use two or more assessment methods
4
SHRM Foundation “Selecting Leadership Talent for the 21st-Century Workplace” - 2017
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Executive Assessment
in Cisco

World leader in information technologies and networks

Headcount:
50 000
employees

Top 100 in the
Fortune 500 rating

In 2015 a new system of executive assessment was
developed and implemented at Cisco. This system
was introduced with the aim of receiving full scope of
information about the company executives: identify their
strengths, define areas for development, operational
and strategic capabilities, understand what they are
inspired with and striving for, how they develop their
teams, etc. The new assessment is conducted once every
1.5 years and is in 2 parts. The first part is performed
by external consultants and it aims to benchmark the
executive against his or her colleagues from the same
industry across functional and business competencies.
The second part is designed for identifying leadership
skills of the manager by way of in-depth interviews
which the employees of the internal talent management
department take from the colleagues and the supervisors
of the manager.
According to Cassandra Frangos, the VP for Global
Executive Talent and Organisational Development at
Cisco Systems, there are several reasons why companies
must regularly assess the strengths of their executive
teams.
 Assessment of strengths helps us to identify their
weaknesses and understand which knowledge skills
and competencies are missing in the company and
must be obtained, by way of developing the existing
talents or through recruitment of new managers.

Headquarters:
California

feedback detected that leadership skills of one of the
managers were not fully engaged, he was offered
a new role with extended functionality and closer
attention to the results of his work from the Board of
Directors.
 The assessment helps to measure the efficiency
of every executive working with the team. Team
leaders receive feedback from their teams, fostering
the development of corporate culture of trust and
responsibility.
 Assessment ensures efficient process of succession.
At Cisco, executive assessment helped to select the
successor to John Chambers, the company CEO. As
a part of the assessment for the CEO position all
candidates receive increasingly complex assignments,
roles of responsibility, development plans. The
candidates showing best results passed coaching
sessions, received more extensive and responsible
tasks and an opportunity to become global players
and interact with external investors. Based on the
outcome of the assessments of the candidates making
the final cut, Chuck Robbins became the CEO, and
to John Chambers went for the position of Executive
Chairman of the Board.
 Assessment provides the Board of Directors with
confidence in the fact that the company has highperforming executives capable of ensuring the
fulfillment of company goals.

 The assessment provides clues about the executive’s
ambitions, making it possible to identify areas for
development. For instance, when the 360-degree

Church A. H. et al. How are top companies designing and managing their high-potential programs?
A follow-up talent management benchmark study //Consulting Psychology Journal: Practice and Research. – 2015. – Т. 67. – №. 1. –P. 17.
6
Ibid
5

Source: Frangos C. How Cisco Gets Brutally Honest Feedback to Top Leaders // Harvard Business Review web version - 2015

19

20

Ward Howell

Ward Howell

Talent Equity Newsletter #13

Talent Equity Newsletter #13

Executive Assessment
in PepsiCo

World’s second largest producer of food products and beverages
with annual sales exceeding $ 65 Bn.
Headcount:
250 000 +
employees

Top 50
of the Fortune
500

Headquarters:
New York

Manager’s level

Main goal

Parameters assessed

Assessment tools

Senior Vice-President
and above

Preparation for
a new role

 leadership abilities

 8-hour simulation

 breadth of functionality

 personality test

Vice President
and Senior Directors

Confirmation of manager’s
present level and further
development

 learning ability

 cognitive ability test

 personal traits

 360-degree feedback

 strategic thinkingе

 interview
 assessment center

The Blueprint for Leadership Potential (for more details
go to section “Leadership Potential”) lies at the heart
of PepsiCo’s Leadership Assessment and Development
Program, created in 2010, which covers all levels of the
company employees. When creating the “Program”,
foremost competencies and behavioural characteristics
are these required at different levels to ensure the
company’s success in the long term. Each level focuses
on different Blueprint points and uses its own set of
assessment tools.
Two levels of employees come under the Leadership
Assessment and Development Program: CEO level 2 (vice-presidents, senior directors, etc.) and CEO
level - 1 (senior vice-president and above). The purpose
of the first managerial category assessment is to confirm
and develop the leadership potential in managers; the
purpose of the second category assessment is to prepare
the participants to fill the highest positions in the
company.

play simulations and exercises, and is accompanied
by personality test, cognitive ability test, 360-degree
feedback and an interview. At the end, internal experts
and external consultants provide the participants with
detailed feedback and a plan for further development,
created on the basis of the future target role of the
person being assessed.
Later, the results of all assessments are analysed by the
internal team of psychologists and taken into account
at succession planning and talent management. The
second managerial category goes through 360-degree
feedback, personality test, cognitive ability test,
situational interviews and an 8-hour simulation in
which the participants assume the role of CEO of an
international company. The assessment results are used
for further individual development with an internal team
of psychologists, over the period 18-24 months.

Both cases have their main focus on assessing five
parameters, including: leadership abilities, scope of
functionality, ability to learn, personality traits, ability
to think strategically. However, assessment tools used
are slightly different in each case. The first category goes
through the assessment center, which includes

 personality test
 cognitive ability test
 360-degree feedback

The scope of assessment
The models used to assess managers by specialised
consulting companies, as well as those used by the
companies with advanced senior executive assessment
systems have much in common, and in most cases
include four main blocks:
 experience,
 effectiveness,
 competencies,
 potential.

Some models also include a “value” block.

Source: Silzer R. et al. IO Practice in Action: Solving the Leadership Potential Identification Challenge
in Organizations //Industrial and Organizational Psychology. – 2016. – Т. 9. – №. 4. – P. 814-830.

Analysis of leadership competencies models in a number
of companies showed that, with the exception of some
industry-specific and functional features, the models
are quite similar to each other in content and are mainly
focused on soft skills (“behavioural skills”) of a manager.
There are models that facilitate the task of developing
a list of leadership competencies and characteristics
essential for a certain company (see Appendix 4 and 5).
One of such models was created by Dean Stamoulis,
an expert in the field of executive assessments (see
Appendix 3). The model is suitable for assessing both
current senior managers and candidates for executive
positions.
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Caterpillar leadership
competencies model

Dean Stamoulis Executive
Assessment model

One of the world’s largest companies in specialised machinery production

Across most situations
1. Personality and leadership/
management style

2. Experience/previous results

1. Vision, strategy, and thinking:

 Created and maximized success in more than one
business entity

 Dual capability in being able to be agile/ integrative/
broad in learning and thinking, as well as being able to
develop a deep/“ core ”understanding of issues
 Dual capability in being able to anticipate and refl ect,
as well as being able to be decisive

Talent Equity Newsletter #13

Workforce
of 100,000
employees

1. Business outcomes:

Top 50
of Fortune
500

Headquartered
in Illinois

 Demonstrated the ability to sustain commercial value
in a business entity
 Raised the profi le of his or her business entity

 Dual capability in being able to be optimistic and
realistic

 Overall experience leads to perceptions of credibility
with the CEO, the board of directors, and investors/
owners

2. Ensuring tactical success:

2.Leadership outcomes:

 Dual capability in being able to be hands
off and hands on

 Broad groups of people respect, trust, and follow him
or her; others pay attention to him or her

Vision

Management
Management

Heritage

 innovative thinking

 influencing others

 workforce development

 Has hired, developed, and retained truly excellent
talent

 strategic achievements

 change management

 performance management

 unique customer and market
knowledge

 self-confidence

 interpersonal understanding

 organisational development

 divergence management

 High standards for him/herself and others
 Active manager of performance
3. Relationships and communication:
 Insightful and accurate regarding others
 Capable of empathy and effective listening
 Can communicate effectively with different types
of people
4. Self - management and resilience Self anagement and resilience:
 Insightful and accurate regarding self

В контексте

At the heart of the company’s leadership development system is a Caterpillar’s leadership competencies model,
which includes three main categories: vision, management, heritage.

 focus on the company’s business

Fit to the situation – possesses experience
or a behavioral style that can fi t:
 Current and upcoming business stage/scope/scale
 Current and upcoming strategies and tactics
 Industry/market

 Open to criticism

 Functional depth and/or breadth required

 High levels of endurance

 Organization ’ s defi nition of ethical/acceptable
behavior

5. Motivation

 Current and aspired organizational culture

 Interested in/ motivated to be a senior executive

 Relevant geography

6. Absence of the following failure factors:
 Excessive ego/ self - promotion
 Excessive distrust and blaming
 Ineffective prioritization

9

Stamoulis, D. (2010). Senior executive assessment: A key to responsible corporate governance (Vol. 28). John Wiley & Sons.

Source: Fulmer R. M., Bleak J. L. The leadership advantage: How the best companies are developing their talent to
pave the way for future success. – AMACOM Div American Mgmt Assn, 2008.
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Leader’s new competencies
Leadership models, as well as effective leadership
competencies undergo constant corrections. A study
conducted by IMD and Cisco Joint Center (Global Center
for Digital Business Transformation, DBT Center) and
consulting company HR Consultancy metaBeratung at
the end of 2016, spanning 1042 senior executives showed
that, generally, effective leaders in an era of change and
during more stable times possess more or less similar sets

PwC leadership
competencies model

Among four world’s largest companies in the field of audit and consulting services
Workforce
200,000 +
employees

Top 30 of Fortune
100 Best Companies
to Work For

Headquartered
in London

The PwC leadership competencies model was developed in 2005 and was used to assess all level employees regardless
of their position in the company. Apart from universal competencies, an additional set of competencies is used to assess
the company’s partners.
Universal Leadership Competencies

Competencies to assess the company’s partners

 Ability to develop yourself and others (coaching)

 Leadership: effective management and impact on employees’
collective results to achieve customer goals and company goals

 Ability to contribute to team success
 Persuasive communication skills
 Being flexible, ability to change
 Courage and honesty

Agile leaders’ competencies

Agile leaders’ behavioral characteristics

 Humble:
They are able to accept feedback and acknowledge
that others know more than they do.

 Hyperawareness:
They are constantly scanning internal and external
environments for opportunities and threats.

 Adaptable:
They accept that change is constant and that changing
their minds based on new information is a strength
rather than a weakness.

 Informed decision-making:
They make use of data and information
to make evidence-based decisions.

 Visionary:
They have a clear sense of long-term direction,
even in the face of short-term uncertainty.

 Fast execution:
They are able to move quickly, often valuing
speed over perfection.

 Engaged:
They have a willingness to listen, interact, and
communicate with internal and external stakeholders
combined with a strong sense of interest and curiosity
in emerging trends.

 Coaching and development: focus on employees’ skills
and knowledge development, helping employees to develop
and improve own effectiveness
 Social respect: the ability to understand own position
and position of others in a given business situation and / or social
environment in order to assess own influence on others
and choose the most effective behaviour patterns
 Professional and personal courage: understanding which
situation calls for personal intervention, and the ability
to make informed decisions on various issues, to attract other
employees, if necessary, to effectively address an issue
 Learning Agility. Draws meaning from experiences
and unshackled with pride, modifies approach, based
on learned facts

Excerpts:
Google looks for the ability to step back and embrace
other people’s ideas when they’re better.
“It’s ‘intellectual humility.’Without humility,
you are unable to learn”.
LAZLO BOCK,
Former SVP People Ops,
Google

“I would say no data, no decisions.
Informed decision-making is becoming critical”.
In 2014, the Russian division of the company introduced
new leadership competencies model, which contained
new items dealing with employee’s professional
competencies and ability to work effectively in the
international market, by using, among other things, the
resources of PwC global network12:

of competencies13. However, there are a few exceptions:
the study demonstrated that executives with 4 particular
competencies and 3 behavioural characteristics are far
above others in terms of leadership effectiveness and
involvement. The study defined such managers “agile
leaders”.

 Leadership at all levels
 Building relationships

Taking into account the emergence of additional
competencies essential for modern leaders, consulting
companies dealing in senior executive assessment
are expanding the assessment criteria they use. In
particular, questions that have been used before are being
supplemented with new data, such as: is the manager
aware of current trends in technology?
Is the executive ready and able to make changes in the
company? Is the leader open to new ideas, is he able to
adapt to a situation, etc.

ISABELLE PERREAULT,
Stratford Managers

 Understanding the business context
 Understanding global context
and intercultural differences
 Professional expertise

Source: PwC Corporate Responsibility Report “Together towards responsible leadership” - 2014
(https://www.pwc.ru/en/corporate-responsibility/publications/e-cr_report_eng_14.pdf reference date: 15.02.2018)
12
Website PWC Russia, www.pwc.ru (reference date: 01.02.2018)

13
Global Center for Digital Business Transformation, an IMD and Cisco Initiative (DBT Center)
and HR Consultancy metaBeratung. Redefining Leadership for a Digital Age, 2017
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The Leadership Potential Blueprint

Martin, J., & Schmidt, C. (2010). How to keep your top talent. Harvard business review, 88(5), 54-61.
Council C. L. Realizing the full potential of rising talent //Washington, DC: Corporate Executive Board. – 2005.
16
Silzer R. et al. IO Practice in Action: Solving the Leadership Potential Identification Challenge in Organizations //
Industrial and Organizational Psychology. – 2016. – Т. 9. – №. 4. – С. 814-830.
14
15
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INSEAD model of assessing potential
Still another model of assessing potential, which is in
fact applied rather successfully in Russia, is the model
developed at the INSEAD business school.
INSEAD researchers conducted a global survey of
successful top managers in order to identify the features
which might be common to their idea of leadership
potential. Based on the result of the analysis three values
were identified, which in the view of top managers are
intrinsic to potential leaders: curiosity, passion and
ambition.

Talent Equity Newsletter #13

How to assess a CEO?
Curiosity is a basic characteristic for development, it
allows to experiment, try new things, break the status
quo, step out of the comfort zone. Ambition may be
called an inner target which a leader sets for himself,
that’s his courage, insistence and motivation to succeed.
Passion delivers energy and concentration, a wish to
plunge into the intricacies of own business, to some extent
– commitment to leadership and business. Combined
with communication skills, continuous learning and
proper experience, three above-mentioned personal
characteristics, allow the leaders to achieve great heights,
according to the research.

CEO is the figure exercising the greatest influence over the
life of the company.
The survey among corporate secretaries working in
the companies of S&P 500 revealed that 89% of the
Boards of Directors make regular assessments of CEOs
performance17.
While assessing CEO performance, the Board of Directors
faced the following problems most frequently:
 Lack of experience of working in the CEO position
on the part of the BoD members;
 Poor understanding of the goals and objectives
of CEO which are different from ensuring shareholders’
profit, as a consequence of the first point;
 Limited interaction with management of the company
The efficiency of the CEO assessment to a great extent
depends on the chosen parameters of assessment.
Thus, for instance, traditional benchmarking of the
company financial and operational indicators against
strategic goals does not provide an idea about the
managerial success of the CEO and his efficiency in the
long-term. This is the reason why increasing numbers
of companies do not rely solely on the quantitative
assessments but also measure quality indicators.

The survey held by Hay Group in 2015 among
147 members of the Boards of Directors and top
managers in western companies discovered that 77%
of the respondents consider the assessment of leadership
skills to be one of the key points of CEO performance
assessment18.
The main difficulty about the assessment of quality
indicators is that they are notoriously hard to measure.
In the opinion of the professor of the London Business
School Nigel Nicholson, to assess a CEO, the Board
of Directors needs to understand which leadership skills
of the CEO can propel the company on the road towards
accomplishment of its goals: “It is necessary to make
an in-depth analysis of what is happening in the ecosystem
of the company, the changes we aspire to and the role of the
CEO in helping the company to adjust to those changes”.
Joel Trammel, the head of Khorus and the author of many
articles and books on the subject of CEO development,
has put together a questionnaire facilitating CEO
assessments. The questionnaire is completed by each
member of the BoD and includes the following questions
split into sections19:

It is remarkable that the most recognised models of assessing potential are focused mainly on “behavioural skills” of the
manager and largely coincide with the leadership competencies models.

Melissa A. Boards Say Leadership Is a Key CEO Performance Metric. CEOs who are coachable and react well to feedback are most
desired // Agenda and Hay group - 2015 (link: http://nadler-leadership-advisory.com/pdfs/Agenda-CEO-Evaluation-Issue.pdf)
18
Ibid
19
Trammell J., How Do You Evaluate CEO Performance? 6 Ways To Grade The Chief // Forbes web version. – 2013
17
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Questionnaire for CEO assessment, developed by Joel Trammell
Vision

Human resources

 Has the CEO created and communicated a clear
vision, mission, corporate values and strategy
to all stakeholders?
Yes/No

 How many times have you heard CEOs say “Our people
are our most important resource”?

 Is it an effective strategy that leverages the unique
strengths of the organisation to establish a clear
competitive advantage?

 Has the CEO built a company whose people are clearly
better than the competition?
 Is the CEO getting the right people? And then, is the CEO
making sure they are developed to perform to their fullest
potential?

 Do employees come to work excited by the mission
of the company?
 Do customers and shareholders know what to
expect from the company?
Capital and Other Resources

Culture

 Has the CEO attracted the right board members
and surrounded himself with external advisors and
service providers that can provide real value to the
company?

 Is the CEO setting the standards for the company or is
each employee left to his or her own standards?
 Is there a culture of striving for higher levels of
performance consistently across the organization?

 Does the CEO allow a shortage of resources?
 Whether he misses opportunities the company can
benefit from?
Solutions

Performance

 Is it possible to call CEO’s decisions thoughtful and
expedient?

 Is there a clear system of goals and procedures connected
to the vision, mission, values and strategy of the
company?

 Are all the decisions made in the company being
followed up on?
 Are the decisions implemented promptly and with
no complications, or are there constant hurdles as
decisions enter the implementation phase?

 Does the CEO know what makes the business tick?
 Can the CEO identify problem areas before they
significantly impact performance?

Even with the questions articulated correctly, the CEO
assessment would not be complete without collecting
feedback from the other executives of the company.
In most cases the board of directors enjoys very
limited opportunities for interaction with the company
management, which normally takes place in the course
of official meetings as a rule, attended by the CEO. The
solution to this problem lies in regular meetings of the
BoD with the management without the CEO.
At “Arrow Electronics” such system was introduced by
the CEO. In accordance with the developed scheme every
non-executive director has an informal meeting with
three top managers separately, once per year to discuss
the questions previously defined by the Remuneration
Committee. Next the Chairman of the Committee
analyses the problems mentioned by the top managers
for recurring patterns ( 2+ mentions ), these issues in turn

go to deliberations by the committee. The final stage sees
the Committee providing the assessment results at the
year’s last meeting of non-executive directors, where the
decision was made about the size of CEO bonus, following
which the Chairmen of Remuneration Committee and
the Managing Committee hold a 2 hour meeting with the
CEO to provide feedback 20. The CEO and the Chairman
of the Board of Directors at Harman International, Dinesh
Palival, submits monthly progress reports to the Board of
Directors.
Such practice allows the board of directors to keep
aware of all the changes in the company and promotes
maximum transparency and openness21.

Kaufman S. P. Evaluating the CEO // Harvard business review. – 2008. – Т. 86. – №. 10. – С. 53-57.
Amanda G. Directors Cast the Net Wide When Fishing for CEO Feedback. Self-evaluations from CEOs are often among
the most valuable feedback // Agenda and Hay group -2015
(link: http://nadler-leadership-advisory.com/pdfs/Agenda-CEO-Evaluation-Issue.pdf)
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Inna Kuznetsova 
Materials used in this article:
 Amanda G. Directors Cast the Net Wide When Fishing for CEO Feedback. Self-evaluations from CEOs
are often among the most valuable feedback // Agenda and Hay group (link: http://nadler-leadershipadvisory.com/pdfs/Agenda-CEO-Evaluation-Issue.pdf)

Chief Commercial Officer and member of the Board of Directors of СEVA
Logistics (Amsterdam, the Netherlands)

 Bouskila-Yam O., Kluger A. N. Strength-based performance appraisal and goal setting
//Human Resource Management Review. – 2011. – Т. 21. – №. 2.

Inna Kuznetsova is a CCO and a member of the
Executive Board of Directors at СEVA Logistics
(Amsterdam, the Netherlands), one of the world
leaders in logistics and optimisation of supply chains,
where she is the head of Sales, Marketing and
Solution development.

 Church A. H., Rotolo C. T. How are top companies assessing their high-potentials and senior
executives? A talent management benchmark study //Consulting Psychology Journal: Practice and
Research. – 2013. – Т. 65. – №. 3.
 Corporate Leadership Council. Realizing the full potential of rising talent //Washington, DC: Corporate
Executive Board. – 2005. Frangos C. How Cisco Gets Brutally Honest Feedback to Top Leaders //
Harvard Business Review web version - 2015

Before coming to CEVA in early 2012, Inna was the
only Vice-President of Russian origin at the IBM
headquarters, where she was in charge of marketing
and support of system software sales, LINUX and
virtualisation technologies.

 Church A. H. et al. How are top companies designing and managing their high-potential programs? A
follow-up talent management benchmark study //Consulting Psychology Journal:
Practice and Research. – 2015. – Т. 67. – №. 1.
 Fulmer R. M., Bleak J. L. The Leadership Advantage: How the Best Companies Are Developing Their
Talent to Pave the Way for Future Success //AMACOM. - 2007

Inna started working for IBM in Russia in 1993, and
since 1997 she’s been living and working in the US.

 Global Center for Digital Business Transformation, an IMD and Cisco Initiative (DBT Center) and HR
Consultancy metaBeratung. Redefining Leadership for a Digital Age, 2017

In 2010 the MIF publishing house (Moscow)
published her first book “Up! Practical approach to
career growth”, dedicated to career planning and
her personal experience of working in international
corporations.

 Kaufman S. P. Evaluating the CEO //Harvard business review. – 2008. – Т. 86. – №. 10.
 Korn Ferry report “Assessment of Leadership Potential”, 2015
 Martin, J., & Schmidt, C. (2010). How to keep your top talent. Harvard business review, 88(5), 54-61.
 Melissa A. Boards Say Leadership Is a Key CEO Performance Metric. CEOs who are coachable and react
well to feedback are most desired // Agenda and Hay group - 2015
(link : http://nadler-leadership-advisory.com/pdfs/Agenda-CEO-Evaluation-Issue.pdf)

Inna is a graduate of the MSU Faculty of
Computational Mathematics and Cybernetics, and
she has completed an MBA program in Columbia
University, USA.

 PwC Corporate Responsibility Report “Together towards responsible leadership” - 2014 (https://www.
pwc.ru/en/corporate-responsibility/publications/e-cr_report_eng_14.pdf date of reference: 15.02.2018)
 Silzer R. et al. IO Practice in Action: Solving the Leadership Potential Identification Challenge in
Organizations //Industrial and Organizational Psychology. – 2016. – Т. 9. – №. 4. – С. 814-830.
 Silzer R., Church A. H. Identifying and assessing high-potential talent //Strategy-driven talent
management: A leadership imperative. – 2010. – Т. 28. – С. 213-280.
 Silzer R., Church A. H. The pearls and perils of identifying potential //Industrial and Organizational
Psychology. – 2009. – Т. 2. – №. 4.
 SHRM Foundation “Selecting Leadership Talent for the 21st-Century Workplace”, 2017
 Stamoulis D. Senior Executive Assessment: A key to responsible corporate governance. – John Wiley &
Sons, 2010. – Т. 28.
 Trammell J., How Do You Evaluate CEO Performance? 6 Ways To Grade The Chief
// Forbes web version. – 2013

“In my opinion, if a person is a top manager but
cannot hold an interview and assess,
this is a big gap: choosing and putting
the right people in key positions is one
of the key job responsibilities.”

She keeps a popular blog in the Live Journal (karial.
livejournal.com), where her posts repeatedly
achieved the highest ratings of the blogosphere.
To her credit, Inna has given numerous interviews to
Russian and international media on professional and
career questions, was profiled in Forbes magazine
(2011), speaking at conferences and roundtables.
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Inna, you have many years of experience in the top
positions at major international companies, such
as IBM, INTTRA, CEVA Logistics. Are executive
assessments part of your job?
As a company President I am also responsible for
hiring top managers for our line units, such as VP
of Sales, Marketing, Software development. When
we hire people of such calibre, we assess them by a
multitude of different parameters. Every person who
joins the company has to pass an interview with at
least 4 employees, and the candidates for executive
positions are expected to go through even more
stages of interviews.

?

?

!

Which method of assessment do you trust most?

What are the questions that you most frequently ask
the candidates during interview?
I am interested in how experienced the person is
in his or her field and whether he or she is capable
of teaching others, how much he or she is resultoriented and whether he / she can have impact
on the company achievements. I select people
who are reflective, speculating over what could be
done differently next time. I try to understand the
reasons and motivations behind previous actions, for
example, change of jobs or choice of projects.
During the interview I describe real business
situations: I provide examples when actions of one
of the colleagues contributed to the fulfilment of
the targets, while being contrary to the interests of

As I was working on the business case, the observers
assessed my skills of task prioritisation: the order of
reading and replying to e-mails, replying immediately
or reading everything first, engaging other team
members in brainstorming problems or making
decisions singlehandedly.
— Communication with the boss

Which assessment process was the most memorable
and useful for you?

I arrived by 9 AM and left at 5 PM with the feeling
that I want nothing more, but to crawl under a
blanket, hide my head and not talk to anyone. This
was a very intense assessment process consisting of
several stages: interviews, solving a business case,
role game and skills test.

I had to write memorandum for the CEO with a
sales forecast for the upcoming quarter, current
problems and suggested actions in the context of
the business case and the additional details from
the emails I had just read. The new details were
abundant: a warehouse fire, termination of contract
with a key customer unsatisfied with poor service
at a connected business unit, firing a district Sales
Director. It was impossible to tackle all the problems
simultaneously, however it was possible to follow
up a certain development involving a new vacancy,
effectively resolving existing HR conflict and also
dealing with internal political issues.

1. Interview

— Working with data

It started with a behavioural interview conducted
by professional consultants with many years of
experience in competency-based assessments.
There is a fine distinction here, which makes a big
difference
between the interviews held by the potential
superiors compared to independent consultants.
When I interview a candidate for the position, I
get distracted from the assessment process per
se, answer his or her questions about the position,
company culture and my expectations. But
independent consultants do not have the task of
selling the position to a candidate: they only have
a single goal - to carry out an objective assessment
of the candidate’s strengths and the possible risks in
recruiting him for certain position. That behavioural
interview lasted a few hours.

At this stage my skills of working with financial
information were assessed: I had to compile a
forecast for next year based on large amount of data

In the company where I applied for the position
of Sales Director, all members of the Board went
through mandatory assessment process which was
carried out by external consultants.

When I studied for the MBA, I read a wonderful
study, which stated that behavioural interviews
provide the most reliable results, since past
behaviour is an accurate predictor for future
behaviour. I share this opinion completely: I always
personally contact the former superiors referencing
the candidate, and as a rule they are able to provide
ideas on motivation, as well as clues to helping
the person integrate successfully, avoiding the
demotivating factors.
?

— Prioritisation of tasks

another business unit, let’s say by increasing financial
risks, and ask questions regarding possible actions.
There are no unequivocal answers to such questions,
they are put forward to understand the way a person
thinks, the issues he or she takes into account when
trying to optimise the business of the company as a
whole. To learn whether he aims for a scapegoat or
tries to look into the reasons behind the procedural
failures and the conflicts of interest.

Have you ever initiated assessments for your own
team?
I have often been the initiator of conducting
360degree feedback, and I consider this internal
practice useful, although it can be stressful. It is
a good tool to evaluate leadership qualities: how
demanding is the leader to his or her subordinates,
the way he or she provides feedback, the strategies
the executive uses for employee development. A
professional top manager must be able to form
independent opinions about his or her subordinates.

?
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2. Solving a business case
I had previously received a 40 page business case
with financial data, the descriptions of several
imaginary companies and situations. I had to
complete a number of tasks within the scope of the
business case in the process of revealing my skills
and typical behaviours in certain situations: replying
to dozens of e-mails, meeting with consultants in
various role play situations, coping with new boss,
handling difficult subordinate, dealing with unhappy
customer.

!

3. Role play
The role play consisted of several staged interviews,
the consultants spoke to me both by video link and
in person. They acted as my customers, superiors,
subordinates, and time and again I was faced
with new challenges. For example, I have joined
a new company and now have to convince my
subordinate to solve a certain problem in our very
first conversation. This is not a straightforward
process and admittedly a completely unrealistic
proposition, especially when you are lacking an
earlier opportunity to get acquainted and establish
contact with the team.

!

4. Skills test
The last stage was solving logical problems. Being
assessed was the way I perceive information in the
state of fatigue. This stage took about 1.5 hours and
included scores of puzzles and logical problems.
Finally my future boss received a thick report with
the assessment results, most objectively reflecting
my strengths and areas for development, and I was
hired.

?
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In our practice of executive assessment we observe
the following statistics: in 90% of cases we are
asked to assess current employees of the companies
and not potential candidates. In your opinion, do
companies invest enough into the assessment
process overall?
In major American companies such kind of
practices are very well developed, moreover, when
an employee becomes an executive, he receives
continuous training in the assessment procedure.
This is a discipline requiring both knowledge of
theory and continuous practice.
In small or young companies such practice is
generally non-existent. The budget for development
and training in such companies is smaller, and it is
often that we see an employee reach the executive
position without having the knowledge and
experience in assessment, conflict resolution, training
and development of the team, that is, without
being able to perform what is known as talent
management.
Such managers try to cover those failures with quick
fix solutions and take these three-day courses, just
for the sake of appearances, but usually with little or
no effect.
In my view, if a person is a top manager, but is unable
to conduct an interview and assess, it is a huge skills
gap: selecting and placing the right people in the top
positions is one of the key job responsibilities.
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Система
оценки руководителей
Для
заметок

Система
оценки руководителей
Для
заметок

Мировой лидер в области информационных технологий и сетей

Мировой лидер в области информационных технологий и сетей

высшего звена в Cisco

Штат: 50 000
сотрудников

высшего звена в Cisco

Топ-100 рейтинга
Fortune 500

В 2015 году в компании Cisco была разработана и
внедрена новая система оценки руководителей.
Система внедрялась с целью получить полную
информацию о руководителях компании: узнать их
сильные стороны, определить зоны для развития,
операционные и стратегические возможности, понять, что их вдохновляет и к чему они стремятся, как
развивают свои команды и т. п. Новая оценка проводится раз в полтора года и состоит из двух частей.
Первая часть проводится внешними консультантами
и позволяет провести сравнение руководителя с его
коллегами из индустрии по функциональным и бизнес-компетенциям. Вторая часть призвана выявить
лидерские способности руководителя при помощи
глубоких интервью, которые сотрудники внутреннего департамента по управлению талантами проводят с коллегами и супервайзерами руководителя.
По мнению Кассандры Франгос, вице-президента по
работе с руководителями высшего звена и организационному развитию Cisco Systems, существует
несколько основных причин, почему компании
должны регулярно оценивать сильные стороны
своих управленческих команд.
• Оценка сильных сторон руководителей позволяет увидеть их слабые стороны и понять, какие знания, навыки, компетенции отсутствуют в компании и
должны быть получены путем развития существующих или найма новых руководителей.
• Оценка дает представление об амбициях
руководителей и позволяет определить направления для их развития. Например, когда опрос 360
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Штаб-квартира:
Калифорния

градусов показал, что лидерские способности одной
из руководительниц используются не в полной мере,
ей была предложена новая роль с расширенным
функционалом и большим вниманием к результатам
ее работы со стороны совета директоров.
•
• Оценка помогает измерить эффективность
каждого руководителя при работе с командой. По
результатам оценки руководители команд получают
обратную связь от членов своей команды и позволяют компании развивать культуру доверия и ответственности.
• Оценка обеспечивает эффективный процесс
преемственности. В Cisco оценка руководителей
высшего звена помогла выбрать преемника Джона
Чамберса, генерального директора компании. В рамках оценки все кандидаты на должность генерального директора получали все более сложные задания,
ответственные роли, планы развития. Те кандидаты,
которые показывали наилучшие результаты, проходили коучинг-сессии, получали все более широкие и
ответственные задачи, а также возможность выступать на мировой арене и взаимодействовать с внешними инвесторами. В результате оценки кандидатов,
дошедших до финала, генеральным директором
стал Чак Роббинс, а Джон Чамберс занял должность
исполнительного председателя совета директоров.
• Оценка дает совету директоров уверенность в
том, что в компании работают эффективные руководители, способные обеспечивать достижение целей
компании.
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